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Disclaimer 


The advice provided in this book is general advice only. It has been prepared without 
taking into account your specific financial situation, geographical location or business 
goals. This book is designed to provide general information in regard to the subject 
matter covered. Before acting on this advice, you should consider the appropriateness 
of the advice, alongside a legal counsel and a financial advisor. This book is sold with 
the understanding that the author is not engaged in rendering legal, accounting, or 
other professional services. To the maximum extent permitted by law, the author and 
publisher disclaim all responsibility and liability to any person, arising directly or 
indirectly from any person taking or not taking action based on the information in 
this book. Product sold as is, with all faults, without warranties of any kind expressed 
or implied. 


To my dad. 
You're my role model and inspiration. 


Over the years, many people have asked me who my 
mentor is, and I often find myself telling them that I 


dont have a mentor because I’ve never needed one. 


I always had you. 


“If you want to achieve success, all you need to do 
is model those who have already succeeded.” 


— Tony ROBBINS - 
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RECOMMENDED READINGS 


TALK TO US 


In this book, I share with you everything I know, from a time 
management perspective, about growing a business. I show you 
how I’ve grown my small companies into thriving 7- and 8-fig- 
ure entities: by emulating other successful business owners. 

If after reading this book you need more personal guidance, 
in order to grow your business from 6- to 7-figures or from 
7- to 8-figures, then please reach out to us. I'd love to collab- 
orate with you on a one-to-one basis. If that’s something youd 
be keen to take advantage of, I'd like to invite you to join me 
and my team for an informal chat. You can do so by following 
this link: 


8FigureWorld.com/call 


Always keep in mind that if you succeed, many other peo- 
ple succeed too. In our world, the small business world (up to 
1,500 employees in some cases, as per the SBA), our successes 
and failures have a concrete impact not only on our own lives 
but also the lives of many others: our loved ones, our clients, 
our employees and their families, our suppliers, and so on. It’s a 
virtuous cycle of abundance, and that’s what gets me out of bed 
each morning. 


IX 


PREFACE 


This book will guide you all the way to your 8-figure goal. Less 
than halfa percent of our fellow entrepreneurs currently manage 
to go all the way, because they quite simply don’t know the way. 

1 out of 200 isn’t much, but no business owner assesses the 
odds when he starts his new venture, as no fireman does before 
running through a veil of flame. 

My goal is to increase this number by giving you the short- 
est path. Beware though: it’s short but steep. 

This book's place is either on your desk or on your night- 
stand; keep it close so that you can regularly refer to it. Inside, 
you'll discover the simplest, fastest way to achieving your ulti- 
mate goal. Consider the road to growing an 8-figure business a 
maze—in which there are multiple turns at every junction. This 


book is your map for navigating your way through that maze. 


XI 


AUTHOR’S NOTE 


December, 1996. 

I was at a conference which was being delivered by a busi- 
ness owner who was supposedly an expert in time management 
for, you guessed it, business owners. I raised my hand, stood up, 
and asked what I understood to be a simple question: 


“What do I have to work on to grow my business?” 


The guy gave me a straight answer without hesitation. It 
went something like this: 


“You know, the most important thing when 
youre a business owner is to take action. 
Theory is good, but action is the name of the 
game. So I can't encourage you enough to 
blah blah ...” 


I appreciated what he said (to some extent), but he didn't 
answer my question. I specifically came to this conference on 
the hunt for someone who could give me a clear answer. Not 
vague psychobabble. I'd launched my cleaning business three 
months before my nineteenth birthday, and my results had 


XIII 


THE 400-HOUR WORKWEEK 


been poor. My enthusiasm was suffering, and I needed urgent 
help. What I needed was answers. 

I set out looking for someone whod made it as a business 
owner, someone whod be able to help me. Now, coming from 
an immigrant family in a lower middle-class neighborhood, 
I didn't know any successful entrepreneurs back then. To put 
myself in one of those inner circles, I had to pay for the privi- 
lege. Having paid to attend the event, I was determined to get 
an answer to my question. So I stood up again. 

“Thanks for your insight, but I’ve just started my business, 
and what Id like to know is what are the most valuable activities 
that business owners should be focusing on?” 

To which he responded: 


“There are many valuable activities which 
business owners should be in the habit of 
carrying out, but one thing I can’t emphasize 
enough is the motivation you have to have to 
handle them all, day after day, blah blah ...” 


Again, unsatisfied with the answer, and sensing now an 
increased frustration being directed towards me from both the 
audience and the speaker, I prepared myself one more time. I 
was determined because I had nowhere else to go, nobody else 
to turn to. 

“Sure, and I think I am very motivated, but my question 
is: what exactly do I have to spend my time on for my busi- 
ness to grow?” 

“Well, he said, “the important activities depend on what 
youre trying to achieve, so I can’t answer a question that broad. 
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What I can tell you is that whatever activity you choose to work 
on, youd better be committed to blah blah ...” 

I gave up. My question must have been too simple and 
therefore too complicated to answer. To this day, when I talk 
about time management to people, we're almost never on the 
same page. As soon as I mention these words, people start 
talking about routines, habits, tricks, tips, and hacks. Don't get 
me wrong, I enjoy these topics, but they’re not what constitutes 
time management. 

Time management is what to spend time on. 

Period. 

Anything else is a secondary consideration. To highlight 
my point, go on Amazon and search for books about time 
management for business owners. Heck, go ahead and look for 
books about time management in general. What did you find? 
Books about how to stop procrastinating, how to be more pro- 
ductive, how not to work in reactive mode, how not to be lazy, 
and so on... 

If you find yourself stumbling across time management 
blogs or articles on social media, there's a fair chance it’s the 
same regurgitated material, albeit furnished with a zany title: 
The Best Morning Routines; The Multibillionaire’s Planner; 
Organize Your Desk Like Elon Musk; Multi-zillionaire’s Top 20 
Tips for Creating Time; How Finding my Inner Zen Gave me 
More Time; How Eating Avocados Helped me Work Smarter. 

Okay, I might’ve exaggerated a little, but do you see the 
common denominator? 

The kind of information saturating the digital domain 
is all concerned with the HOW, but it’s rarely, if ever, about 
the WHAT. 
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Tricks and tips for productivity are out there in abundance, 
but you'll be hard-pressed to find a practical framework. You 
can read hundreds of these books and blogs, and you might find 
some of them to be beneficial, but you'll still only be equipped 
with the knowledge of HOW to do something, and you'll be 
left (as I was) with that same question unanswered: WHAT do 
I need to spend my time doing? 

Let’s put things into perspective. In business, sport, or any 
other walk of life, there are two conditions for achieving success: 


1. Do the right things. 
2. Do things right. 


Most people skip the first condition and go straight to the 
second; and that’s the crux of the problem when we talk about 
time management. Why would you try to be efficient in an 
activity that adds little to no value? It would be like trying to fix 
the plumbing of a sinking ship to prevent a leak. It’s great if you 
somehow possess the skills to pull off such an audacious stunt, 
in spite of the occupational hazard, but what did it gain you? 
The ship is still SINKING! 

We're accustomed to hearing, “You have to be efficient, to 
focus, to be productive.” But efficient at doing WHAT? Focus 
on WHAT? Be productive at WHAT? 

It’s like all business owners are supposed to somehow 
instinctively know exactly what to spend their time on. It’s as 
though the business fraternity has reached a consensus on the 
topic, and the case is closed. Well, not on my watch (pun fully 
intended!). The reality on the ground is that nobody knows 
what they should be doing; that’s why everybody does differ- 


ent things. 


XVI 


AUTHOR’S NOTE 


What you'll discover in The 400-Hour Workweek 
will not only help you manage your time the right way 
but also enable you to put your business on the right 
track by working on the right things ... and the sooner, 
the better. 

Let’s get right to the point: Most people fly blind 
when they launch their companies. They have an idea or 
two, but they don't have a structure or proven method 
to build up their businesses. Whether bluffing or gam- 
bling, they stage a courageous stand until the harsh 
reality sinks in. This lack of frame is disastrous. I’ve 
been there. It’s like having a destination, but no plan to 
get there. However, the shortest distance between two 
points is a straight line. 

Imagine that, for the first time, you'll be traveling 
from point A to point B, and they’re hundreds of miles 
apart. You'll be doing this at night, with no signs, no 
map, no GPS, and nobody to help. You could end up 
anywhere. You're much more likely to head in the wrong 
direction than the right one. Then, when (if ever!) you 
realize how far you've gone in the wrong direction, you 
find that the right path is automatically longer, as you 
have to turn back, at least to some extent. 

That’s why the sooner you adopt The 400-Hour 
Workweek principles and make them yours, the 
better—for yourself, your business, your employees, 
and your customers. 

If you invest your time in the right activities from 
an early stage (5-figure or low 6-figure income with no 
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employee or a few employees), you set the tone for suc- 
cess for yourself and the people you onboard. Everyone 
plays their own individual parts, while you conduct the 
orchestra. The culture is harmoniously set from the 
beginning, and you'll more quickly reach your maxi- 
mum productivity. All you have to do is apply The 400- 
Hour Workweek principles to yourself; if you do, your 
business will automatically grow. 

On the other hand, if you already have a team and 
some customers, and you want to implement what 
you're going to learn, you'll face more challenges. You'll 
make it, but you'll likely experience a phase of turbu- 
lence when people realize and come to accept that you 
won't be working on certain things anymore, for the 
sake of the company—i.e., for their own sake. 

Hence, it is important to quickly put your schedule 
and other people's schedules on the right track, so the 
business can be on the right track as well and quickly 
reach a high cruise speed. The longer you wait, the 
harder it will be. 

Why am I telling you this? As Thomas Sowell stated, 
“when you want to help people, you tell them the truth. 
When you want to help yourself, you tell them what 
they want to hear.’ That's how I work with the people 
I hire ... and the people who hire me. In a way, you've 
already hired me by buying this book. 

By the way, if you need support, we're here to help. 
Just raise your hand and we'll give you a call to discuss 
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the kind of help that would be most appropriate to bring 
your company to the 8-figure level: 


8figureworld.com/call 


What do you get by working with me directly? 
You'll get the certainty that you’re using your time effi- 
ciently and that your business is on the right track to 
reach the 8-figure mark soon. While this book seeks to 
provide you with this certainty, to show you the straight 
line between where you are and where you want to be, 
experience has shown me that sometimes people need 
tailored support. 

If there’s a void to be filled when it comes to help- 
ing business owners work on the right activities to grow 
their businesses fast, this book is here to help. If there’s a 
void to be filled when it comes to helping business own- 
ers implement this book's principles through personal 
guidance, I am here to help. 


I wrote this book for my fellow business owners who didn't 


have the privilege to meet multimillionaires on a daily basis, 
and have hundreds of meaningful conversations with dozens 
of 8- and 9-figure business owners. I wrote it for the younger 
version of myself, the one that was always wondering what the 
most important thing he could be working on was. I included 


EVERYTHING I wish I knew back then. 


I want every existing business owner to know exactly 


WHAT to work on in their business, at any stage, from starting 
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out to earning eight figures in revenue and beyond. That’s what 
I’m teaching here in a very concrete, unambiguous fashion. 
No vague psychobabble here. No tips, tricks, shortcuts, or life 
hacks. It’s about giving you the right framework that’s been 
used by every 8-figure business owner out there, whether con- 
sciously or subconsciously. 

That’s what real time management should be at its core: 
WHAT activity to spend your time on, to grow your business 
fast. Actually, I've written this book with an initial assumption: 


my readers want to know how to make money, not how to orga- 


nize their desks. If you agree, youre in the right place. 
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PROLOGUE 


Would you like to own a business 10x or 100x larger than the 
one you currently own? You know that there are businesses that 
are 100x larger than yours, right? And you know some started 
after yours? And you know they don't work 100x more than 
you, because that’s impossible. So how come they’ve scaled up 
and you haven't? 

“T bet they had a rich father or a network of wealthy people.” 

No, I'm talking about people who started out with less 
capital, less knowledge, fewer connections, and with no more 
formal education than you. Still, they managed to grow their 
businesses 10x or 100x bigger than yours. 

The answer is: they worked on the RIGHT things! 

Let me state it again more clearly: they've grown their busi- 
nesses 10x or 100x larger than yours by working on certain tasks 
while disregarding others. The key is in those last three words. 

It's only by REFUSING to work on certain activities you 
face on a daily basis that you finally unshackle yourself and free 
up your time to work on the right things. 


Sharpening your schedule is 

more a game of avoiding the 

WRONG activities than merely 
completing any given activity. 
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The topic of this book is what you must work on to grow 
your business—and consequently, what you must absolutely get 
rid of, whether by delegating it, ignoring it, or by writing it off. 
The multimillionaires ’ve worked with value each minute of 
their time, they know EXACTLY what has to be done and why. 
As for the how, they leave that to others. That’s the number one 
difference between high achievers and those below them. 

I’ve been asked several times what the main characteristics 
of 8-figure earners are. And at some point, I thought it was their 
capacity to be laser focused, which means: to NOT devote any 
of their time to secondary tasks, or useless tasks such as check- 
ing Facebook or emails every ten minutes. But over the years, 
I’ve realized there was something much more important, some- 
thing that precedes their ability to focus. It’s simply their ability 
to CHOOSE the right things to do. 

Before focusing your attention and energy on something, 
you must choose WHAT to focus on. If you focus on the wrong 
things, your business may not grow as much as it should, or 
even at all, no matter how hard you focus. Before climbing the 
ladder, you have to choose WHERE to place it. 

The thing that sets the high achievers apart from the rest 


is their ability to choose the right things to work on. The sun 
shines tomorrow on those who work on the right things today. 

In a way, I’ve been writing this book in my mind for almost 
a decade, and as soon as I understood the above, my goal was 
to clearly identify every single activity that successful business 
owners invest their personal time in, the ones they delegate, and 
the ones they never do. 
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I’ve spent a lot of time—or should I say, INVESTED a lot of 
time—with these high achievers, some of whom were owners of 
companies earning 8- to 9-figures in revenue. 

I did it all with my end goal in mind—I want to help my 
fellow business owners optimize their time by helping them 


concentrate their efforts on the right things: that is the vehicle 
through which they can reach financial freedom. 


FINANCIAL FREEDOM 


In the business world, financial freedom used to be owning a 
7-figure company. But that’s not the case anymore. Inflation is 
changing everything. 

Owning an 8-figure business is definitely more appropri- 
ate when we talk about real freedom. But when talking about 
freedom, revenue is not the be-all and end-all. I’m also talking 
about your working time. How many hours per week do you 
devote to your business? How many weeks off can you take with 
no impact on your business’s results? The bigger you grow your 
business, the freer you become, because you inevitably build an 
entity that operates independently of you. 

Ask yourself this question: what would happen to your 
company, and ultimately your family, if something happened 
to you, say you were stricken with a disease or were involved 
in a terrible, debilitating accident? Is your business equipped to 
continue to deliver products or services the same way as if you 
were there, at least for a couple of years? 

If your business slows down as soon as youre unable to 
work in it, we need to fix that as soon as humanly possible. Your 
responsibility is to structure your company correctly so that it 


can thrive without you, if it ever needed to. 
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When your business is set up the right way, if anything 
unfortunate were to happen to you, there’s no impact, or at 
least you're mitigating any drastic impact. You'll never be able 
to build a business that functions without you until you build 
a system that requires ZERO effort on your part. This means 
delegating almost everything, a prerequisite of which is having 
the right systems and the right people. 


You can't focus on hiring and training a team to replace you 
if you're constantly fighting to get clients. To be set up the right 
way, the company can’t depend on anybody, neither you nor any 
key employee. That’s when you own a real business—an entity 
with a bunch of proven systems, that has value with or with- 
out you, and that’s therefore transferable. But when someone 
becomes indispensable to a business, that business becomes a 
weak business, despite the fact that it may appear more robust 
in the short-term. That kind of business is like a house built on 
sand: having attractive architecture and yet lacking the robust 
foundations to endure the incessant ebb and flow of daily tides. 

While it’s possible to reach this goal before, it’s really around 
the 8-figure threshold that such a structure can be optimized. 
That’s what I want for each of you, my fellow business own- 
ers, because it’s not THAT hard... as long as you know what 
you're doing. We'll delve deeper into that important topic later 
in the book. 


MY STORY 


When I said to a friend of mine that I was writing a book, the 
first thing he told me was to provide value “with no secret 
agenda.” So I intend on doing just that. Let’s uncover every- 
thing, from my personal story to WHY I wrote this book. 
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My life, as is common in most people’s, can be summed up 
as a series of defeats. But you don't need many victories to turn 
it around and shift the balance in your favor. 

I grew up in Montreuil with my two sisters in a lower mid- 
dle-class suburb of Paris, France, home to many blue-collar 
workers. My father was a house painter in France, when he 
came in 1968. He left communist Yugoslavia, where he was a 
teacher of philosophy and history, to build a brighter future for 
his children. My mom was a licensed childminder, so the atmo- 
sphere was always warm and festive at home; and there was 
anywhere between five and eight children at home all year long. 

I’ve been an avid reader all my life, as have all my family 
members. From an early age, I figured that my reading taught 
me a good deal more than my schoolbooks ever did. School 


never interested me, so naturally, I started my first business at 
eighteen, after dropping out of high school. 

That was the first of many businesses in various industries 
(cleaning, real estate, software, e-commerce, medical device 
manufacturing, and fintech among others). I failed a lot and 
succeeded a few times ... until I started to win BIG. The turning 
point came when, as an investment banker, I started to meet 
owners of 7-, 8-, and 9-figure businesses on a regular basis. 

I realized the way business was done up there had nothing 
to do with how I was managing my companies. So I decided 
to spend as much time as I possibly could with them, not only 
to do business but also to learn directly from them. From the 
outset, I felt that something was different in their world, but 
I couldn't quite put my finger on it. Was it their budget? The 
way they talked? Their marketing? Their education? Their 


connections? 
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Turns out it was none of that. I needed to take a step back 
and adopt a more holistic perspective. And when I did, I real- 
ized that the main difference was in what high performance 
people chose to do and, perhaps more importantly, what not to 
do. Over the years, it became so obvious that high performers 
were spending their time very differently. It was all down to 
their time management. 

Every day, I took notes, compiling and modeling what I'd 
learned. I’ve always excelled at applying what I learn, without 
procrastinating, second guessing, or spreadsheeting it to death. 
That was key to my impending success. From then, I was able to 
grow four 7-figure businesses and one 8-figure business. 

You can find greater details of my life on Wall Street right 


here, among other bonuses—it’s free: 
8FigureWorld.com/WallStreet 


Id planned to write this book for such a long time, but the 
trigger came in March, 2020, when small business owners were 
forced to close their doors. I felt like the FINAL BATTLE had 
started, between US—the real business world, the producers, 
the wealth generators—and THEM, the financial world, the 
virtual economy, and the parasitic super-class. 

I wondered what I could do to help my fellow business 
owners, and that was the catalyst for starting this book. In it, 
I hold nothing back and explain everything I know that has 
allowed me to start and grow 7- and 8-figure businesses. If you 
apply what you learn within these pages, you'll see results first 
in yourself after a couple of days, and thereafter in your busi- 


ness after a few weeks. 
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For the proactive among you, this book will become a 
jumping-off point for a new direction in your life. That’s why I 
didn’t create an online course, as so many around me suggested. 
A book is a much more convenient guide to keep within reach, 
to flick through and refer back to, and to digest and re-read the 


salient parts again and again. 


WHO THIS BOOK IS NOT FOR 


Now, there’s a reason why some of you probably shouldn't follow 
the framework of this book. I’m here to show you all the pros 
and cons, and I do this because, again, I have no secret agenda 
and want to demystify the truth about time management. It’s 
not a one-size-fits-all strategy. 

There are business owners who like to be HANDS ON with 
their businesses. There are two reasons for that: 


— They want to stay in total CONTROL of their businesses 
and dont trust anybody to take over any kind of work. 


OR 


— There's something they really love to spend their own 


time on, such as marketing. 


This is something I’ve seen time and time again. Unless 
they’re ready for a big paradigm shift, these are the kind of busi- 
ness owners I can't do anything for. When a business owner 
doesn't want to relinquish some control and insists on carrying 
out certain activities, they're not ready to grow their company. 
Why’s that? It’s because: 
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1. Growth and control hate each other. 
2. It’s not about doing what you love; it’s about doing what 
needs to be done. 


What I’m offering you is to acquire a new vision and 
another set of skills that very few business owners have, to pro- 
pel you further and faster. Personally, I like marketing, but I 
prefer profit and growth. 


Instead of doing what you love, 
I suggest loving what you do. 


And you'll love it 100% when you see tremendous results, 
in terms of earnings and free time. 

I may sound like I am obsessed with efficiency ... Well, 
that’s because I am. 

I want to do the minimal amount of work while achieving 
optimal results. I think about the 80/20 rule all the time; and by 
thinking this way, that’s exactly how I’ve managed to grow my 
companies to seven and eight figures. In the world I'm going 
to show you, there’s no room for excessive control or doing 
what you like. 

The other kind of people this book is not for is business 
owners who are looking for tactics. There are plenty of other 
books on that topic, whether it is about ads, offers, funnels, 
copywriting, and so on ... Whatever tactics you plan to use, you 
wont have any problem finding a book on that matter. But there 
are very few books about time management, and even fewer 
proven frameworks with which to implement your strategies. 
This book is the one. 
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The last kind of people this book is not for is the 8-fig- 
ure business owner. If you're already part of this world, you're 
already applying things written in this book, whether con- 
sciously or not. I have some ideas on how to grow a 9-figure 
company, but until I do that myself, I'll refrain from dispensing 
my advice. I don't value theory, I value experience: I only talk 
about what I know for sure. If I grow a 9-figure business, I’ll let 
you know EXACTLY how I did it. 


WHO THIS BOOK IS FOR 


When you become aware that 80% of your revenue comes from 
20% of your activities, you'll start to focus your time on this 
20% and maybe even become obsessed with doing so. 

What this means, mathematically, is that if you can accu- 
rately identify the 20% of your activities that bring 80% of your 
results, you can then focus 100% of your time on these activities 
and automatically get 5x the result you're currently getting. 

Now let's take it a step further: when you look at the layers, 
it means that 4% (20% of 20%) of your activities bring 64% (80% 
of 80%) of your results. If you can focus on these very activities 
and spend 100% of your time on them, you'll mathematically 
get 25x the result you currently get (100/4 = 25). It’s a rudi- 
mentary sum, but when you think about it, it makes total sense. 
Perry Marshall devoted an entire book to this topic. 

Following that logic, you come to realize that less than 
1% of your activities bring your business more than 50% of its 
results. Let’s concentrate your time and efforts on these, to get 
100x the results you're currently getting. 

That’s the theory. 
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Creating the plan doesn't miraculously bring your expected 
results to fruition. Between theory and real life, there’s the 
human factor, the known problems, the unknown factors, acci- 
dents, unexpected events, the unforeseen issues ... But when 
you establish the vision, it puts you on the right track of under- 
standing: you always keep in mind that there are activities that 
are infinitely more important than others. It enables you to have 
the optics required to see where the points of leverage are, at 
each stage of your business—and to act upon them. 

There are things a business owner HAS to do, whether or 
not they dislike them or are bad at them. Conversely, there are 
activities a business owner should NOT do, not ever. No matter 
how much they enjoy or excel at them. If you're ready to keep 
that in mind and to apply it to every minute of your business 
day, then this book is for you. 

It’s a question of leverage and timing: what moves the nee- 
dle the most at the growth stage you're at? That’s the ONLY 
thing that matters. 

If you're not running an 8-figure business yet and you're 
ready to follow the guide and not be distracted by things such 
as the activities you like, immediate rewards, easy tasks, or 
short-term gains, this book is for you. Your industry doesn't 
matter either. It didn’t matter if I was selling gift baskets, nutri- 
tional supplements, growth advice, body products, or medical 
devices, all I had in mind was how to spend my time the best 
way, following the blueprints of multimillionaires. 

Whether you need to do something by yourself or not 
doesn't matter, as long as you're moving closer towards your 


8-figure goal. Just follow the framework. What needs to be 
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done is the only thing that matters. This book is the answer to 
this question. 


You’11 never make $2-I0m/ 
year in revenue if you keep 
doing $25/hour tasks. 


It’s literally, undeniably, physically impossible. Many read- 
ers of this book will go on to scale their businesses to $1m/ 
year or more. Some of them will grow them to $10m/year and 
beyond. Most will find more time and energy, regain control 
and consistency, and even be inspired to help other business 
owners around them with their new knowledge. 

The better we small business owners do, the better every- 
body does. Share what you know. Our world—the world of 
small- and medium-sized companies—is NOT a zero-sum 
game, contrary to the corporate bureaucratic world. Always 


maintain a mentality of abundance. 


HOW TO READ THIS BOOK 


Before we get down to business, here’s how NOT to read 
this book. 

A word of caution: don’t be pumped up about anything you 
read here. You might just walk away feeling deflated. Leave 
emotion out of it. Just apply it. Being pumped up is useless, 
because it’s only a temporary boost. It’s like drinking too much 
coffee: you'll be pumped in the short-term, but drink too much 
and you'll end up with the jitters before finally crashing. This 
book isn't about being motivated, or finding the motivation, or 
anything related to what you've heard elsewhere from choristers 
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of toxic positivity. These notions have very little substance to 


them and always disappear and leave you drained. This book 
exists on the other side of the spectrum: its practical advice will 
help teach you about self-control. 

Given that the topic of this book is centered on WHAT 
you should work on, the most important aspect is in its TABLE 
OF CONTENTS, that is, the list of activities which should 
and shouldn't be carried out by YOU, regarding your busi- 
ness’ growth stage. By following these, you should see dramatic 
improvements in your time management, even if you refrain 
from delving deep into the theory behind it. 

Since I’ve seen 8-figure business owners at work up close, 
and given I’ve taken endless notes over the years after almost 
every interaction I’ve had with them, it would be a shame not 
to share with you the HOW with regards to working on each of 
these activities. 

I wanted to write a book that’s never been written before, 
a kind of blueprint where every possible task a business owner 
faces is listed and ranked in order of importance. My first title 
idea was The Activity Ladder, and I itemized over a hundred 
activities. Then I gathered some of them together to make it 
digestible and clear. After that, I put them into four different 
categories, ranging from useless tasks to super-high-value 
tasks. And finally, I described these activities in greater detail, 
based on how each of them is handled by the high achievers I 
know, those being the owners of businesses making at least $10 
million in revenue. 

Sometimes I asked them directly about their opinions on a 
specific topic, but most of the time I just had to open my eyes 
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to see them in action, since I worked with them for years on a 
daily basis as an investment banker. 

Here are the four categories of activities, which form the 
main sections of this book: 


e Section 1: Super-high-value tasks or GOLDEN activi- 
ties ($10k/hour) = 8-figure business. 

e Section 2: High-value tasks or SILVER activities ($1k/ 
hour) = 7-figure business. 

e Section 3: Low-value tasks or BRONZE activities 
($100/hour) = 6-figure business. 

e Section 4: No-value tasks or RUSTY activities ($0) = 


no business. 


You can read this book just to pick up some tricks and tips 
here and there such as my popular hiring questions, if you're 
looking for a shortcut. If you apply them, you'll still improve 
your business. But if you're looking for a transformational pro- 
cess that will radically change not only your vision as a busi- 
ness owner but also your business, and ultimately your life, then 
STUDY this book, exactly as I’ve studied those high achievers. 


First Step 

When you launch your business, you have to do ALL the activ- 
ities that are in the first three sections, that is, the GOLDEN, 
SILVER, and BRONZE activities. That’s seventeen major 
tasks to personally handle. As long as you permanently avoid 
the activities listed in the fourth section (RUSTY activities) 
from the beginning of your business growth adventure, you'll 
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find yourself on a trajectory to managing a 6-figure business 


in no time. 


Second Step 


Get rid of the low-value activities (those listed in the Section 3) 
by delegating them. If you keep doing all of them PERSONALLY, 
you wont be able to reach the 7-figure stage. You go from sev- 
enteen to fourteen tasks (those listed in the first two sections). 
The more you work on the high-value and super-high-value 
tasks, the more chance you'll have of reaching the million-dollar 
mark. Let me reiterate: only when you write off all the BRONZE 
activities (Section 3) from your own agenda will you find your- 


self in the driver’s seat of a 7-figure business. Not before. 


Third Step 


You must now get rid of half of the fourteen remaining activi- 
ties to reach the next step, that is, the 8-figure goal. You'll del- 
egate the ones that are on the high-value list, those in Section 
2: the SILVER activities. When you write them off your per- 
sonal to-do list and put them on other people's to-do lists, you'll 
have MORE TIME to devote to the super-high-value tasks: the 
GOLDEN activities (Section 1). While ever you cling on to 
those SILVER activities, you'll never be in a position to lead an 
8-figure business. 

The secret is that, at any given moment, you KNOW how to 
get to the next stage. So while your competitors work on activi- 
ties at each level, you DELEGATE these very activities in order 
to devote your energy to the tasks that are above your current 
operating level. 
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For example, let’s say you have a 6-figure business. Instead 
of getting stuck there and personally handling all the GOLDEN, 
SILVER, and BRONZE activities, you choose to delegate the 
low-value tasks (BRONZE), so you can invest your time into 
GOLDEN and SILVER activities. As a result, your business 
grows and you soon find yourself driving a 7-figure business ... 
precisely BECAUSE you've worked like a 7-figure business 
owner! Therefore, you've BECOME a 7-Figure business owner, 
and therefore your business BECOMES a 7-figure business. 
The same process applies to reach the 8-figure stage: you get 
rid of the SILVER activities to spend more of your time on the 
GOLDEN activities. 


To summarize: 


e  6-figure business owners usually spend their time on 
all seventeen activities: that’s what allowed them to get 
there. Then, to get to the next stage, they should focus 
on the golden and silver activities. 

e 7-figure business owners usually work predominantly 
on fourteen activities: that’s what allowed them to get 
there. Then, to get to the next stage, they should focus 
on the golden activities. 

e  8-figure business owners spend most of their time 
on just seven activities: that’s what allowed them to 


get there. 


As is so often the case: less is more. 
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THE 400-HOUR WORK WEEK 


The title of my book, The 400-Hour Work Week was chosen for 
a specific reason. Let me explain to you why. There’s a growth 
process which all companies go through, and it’s directly related 
to what the business owner spends their time on. 

Mathematically, 400 is the number of hours that ordinary 
business owners would have to work each week to keep up pace 
with you after you implement the teachings of this book. Let’s 
take an average week during which your 6-figure competitors 
work forty hours mainly on tasks of their level (BRONZE activ- 
ities): they generate $4k (40h x $100) in revenue. Multiply that 
by the number of weeks they work in a year, and you can see 
that it is indeed a 6-figure business. 

Meanwhile, you work forty hours per week too, but you’ve 
spent most of your time on GOLDEN and SILVER activities. 
Your efficiency calculation goes something like this: 4oh x $1k 
(at least) = $40k. That’s 10x more than your competitors! If you 
multiply it by the number of weeks you work within a year, 
you realize that, in carrying out the GOLDEN AND SILVER 
activities, you're establishing the foundations of your 7-fig- 
ure business. 

You and the average business owner work the same num- 
ber of hours. Nevertheless, by the time they've worked forty 
hours, you've just OUTPACED them ten times, by plowing 
through what would be, for them, the equivalent of a 400-hour 
work week. 

If you want a deeper dive, you can find a bonus tutorial of 
this disrupting concept here—it’s absolutely free: 


8FigureWorld.com/400 
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You might have heard that you have to x10 your goals, sales, 
profits, and so on. But have you ever been taught the method of 
how to do so? I will show you how in this book. 

You see, your goal is to CLEVERLY delegate, in the right 
sequence, as much as possible in order to arrive at the point 
where you only have to work on the super-high-value activities. 
That’s how you find yourself on the road to managing an 8-fig- 


ure business. 
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SECTION 1 


SUPER-HIGH- 
VALUE TASKS 


($10,000+/Hour) 


GOLDEN ACTIVITIES 


Working On Long-Term 
Future: Months & Years 
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Let me show you what your time management should look like 
to build an 8-figure company. It’s not the same as growing a 
7-figure business. Always bear this in mind: what brought you 
here won't get you there. Don't assume that because you've been 


successful once, you'll be amazing forever. You have to learn 
what it takes to go up there. 

The 400-Hour Work Week method is clear and unique— 
especially when following the $10k/hour, GOLDEN activities 
section. Just follow the path: it’s one which has been taken by all 
the 8-figure business owners. 


PLAN YOUR LIFE 


One mid-afternoon, many years ago, I was on my way back from 
Long Island. I entered Manhattan, and since I'd skipped lunch, 
I needed to grab something to eat. I stopped by Chinatown, 
parked my car the old way, just in front of the restaurant, and I 
picked up my food. 

When I came back to my car, there were three guys in their 
twenties looking at it up close. As I approached, they moved 
away, whispering something. It was a sunny day, and after turn- 
ing the ignition on, I opened my window, after which, one of 
the three guys approached on the left side of the car and asked 
me politely, “Excuse me, sir, what do you do for a living?” 

You know I’m a big proponent of entrepreneurship and the 
curiosity that goes with it, so I answer right away: “I have my 
own business.” Then I proceeded to clarify a further point: “Im 
a high school dropout. What do you do for a living?” 

“Nothing.” 

“You like the car?” 

“Yes!” 

“What's your plan to get your hands on one?” 

“IT ... don't have a plan” 

“What will happen if you keep doing nothing?” 

He laughed and said, “Nothing” 

“You're right,’ I told him. 
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“But what should I do?” he finally asked, at last. 

“Wait a second ...” I turned off the engine, got out, and 
opened the trunk, where I took out a book. I closed the trunk 
and showed him the book. “I was your age when I read this 
book, and it changed my life forever. I owe everything to this 
book, including this car.” I stared at him dead serious. “Now, 
to answer your question, I want you to study this book like you 
study the Bible, especially the third section. If you live by this 
book and its insights, you will own a car such as this, one day— 
and so much more.” I could see he was listening to my words, 
so I reached into my jacket and took out my pen. I asked for his 


name and wrote some words inside the book: 


You ARE what you BECOME, 
and you BECOME what you DO. 


Then I left. 

How many times have you been in a situation where you 
saw a person doing something that doesn't lead anywhere, or 
doing NOTHING? You personally don't have enough minutes 
in your hours; you don't have enough hours in your days; you're 
always in a hurry with a ton of projects—running your busi- 
ness, growing it, starting another one or buying one, taking a 
course, going to a conference, writing a book, training peo- 
ple, getting trained, not to mention family life, reading a book, 
working out, playing the drums or guitar, or whatever it is you 
do to get your kicks. 

Then you see some people doing NOTHING, holding their 
dicks as if they were going to live over 900 years like some bib- 
lical prophet—day-in, day-out. It used to drive me crazy, until I 
decided to do something about it, especially with young people, 
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at least those with whom I can impart some words that reso- 
nate. As for this particular kid, I don’t know what happened to 
him or his book; whether he read it or whether he ditched it. 
In my wildest dreams, I hope to see him on the cover of Inc. 
Magazine one day. A similar situation had happened to me a 
couple of times, and those moments always stuck with me. So I 
always keep some copies of that book in my trunk, and I share 
the right dose of wisdom with those whom I think are receptive 
to hearing it, to help put a stop to their sleepwalking through 
life, to give them a little nudge onto the right path. Something 


we all need from time to time. 


PLAN IT! 


By the way, do you want to know what that book was? It’s a 
classic. I read it first in 1999. I bought it by chance one day 
when I happened to be looking for a self-development book 
for the first time in my life, actually. Some would call it FATE. I 
chose this book. I don’t remember why. The best choice of my 
life. ’'m sure most of you have heard about this book, and NO, 
it’s not Think and Grow Rich! And it’s not How to Win Friends 
and Influence People. I’ve also read those, and compared to the 
book I gave to that kid, they’re a waste of time; and I don’t say 
that lightly. 

The book I’m talking about, the one that’s changed my life, 
and hopefully that kid’s life in some capacity, is Stephen Covey’s 
classic, The 7 Habits of Highly Effective People. 

The most important part for me, as I mentioned to the kid, 
is the third section about time management. I’ve read a lot of 
other books on the topic, but none, NOT ONE, is as effective or 
as comprehensive as Stephen Covey’s. If you want to implement 
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efficient time management in your life, if you feel like you're 
ready to meet the challenge and to bring your whole life to 
the next level, just read it. Even if it’s just the third section to 
start with. 

Time management has been a passion of mine for twen- 
ty-three years, the origin of which is from reading this book in 
1999, when I discovered my path to freedom. Let'’s call it time 
management for clarity, but it really ought to be called priority 
management or life management, because this is the foundation 


of all your coming successes. No less. 


Nature abhors a vacuum: if you 
don’t plan your life, somebody else 
will do it for you. Your life will 

end up in somebody else’s plan. 


The principles in The 400-Hour Work Week are all about 
time management, and there's a reason why PLANNING YOUR 
LIFE is the first GOLDEN activity. Working on GOLDEN activ- 
ities is what gets you into the zone, and that’s where I want you 
to spend most of your time. If there's one catalyst that makes 
a difference in people’s lives, it’s PLANNING THEIR LIVES. 
Every successful business owner dead or alive has done this. 

How can someone possibly think that they will reach their 
destination without making a plan before? 


“If a man does not know to what port he 
is steering, no wind is favorable to him.” 
— Lucius Annaeus SENECA - 
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High performers know their priorities and how to organize 
their time. In addition, they are DISCIPLINED, which allows 
them to plan wisely and follow their plan confidently. Some 
consider this a form of slavery, while in reality it’s freedom. 
Once you have your plan and follow it down to a T, every single 
activity you think of undertaking is scrutinized under the spot- 
light of your grand vision. You'll no longer be at the mercy of 
any random event that occurs during the day. 

Some people rebel against time planning, something they 
consider to be constraints under the pretense of freedom, but 
in fact, they become subject to their impulses. In doing so, they 
renounce their own freedom and become their own slaves. 

When you follow your plan, you wont get trapped in just 
any activity that crosses your mind or lands on your desk. You'll 
focus your time on uninterrupted blocks—that’s how you get 
things done. Most people fall for another umpteenth urgent or 
pleasant task that doesn’t move the needle towards their true 
north, that is, their destination, and instead they'll find them- 
selves veering off course, reaching out for some tantalizing 


short-term bate. 


TRANSFORMATION 


Let’s talk about the transformation process. Anything worth 
learning is supposed to change not only the way you see things, 
but the way you do things. If you succeed in time manage- 
ment, it makes all the difference. Just in case you were half- 
asleep earlier: you ARE what you BECOME, and you BECOME 
what you DO. 

Write that down. Remember it forever. This is the 5-word 
sentence TRANSFORMATIONAL process. 
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You are what you do. 


If anybody tells you otherwise, don't believe them. They 
have something to sell. Choose what you do very wisely. If 
you sculpt the wood, you'll become a carpenter. If you play 
the piano, you'll become a pianist. If you play video games 
for hours, you'll become a gamer or a Youtuber, at best! Or a 
wanker, at worst ... I've been there myself. 

Now, that’s not too difficult to understand, is it? 

I want you to know how this works, how you can become 
what you want to be. I want you to be aware of what youre doing. 
What I’m giving you is a framework, so you can see where you 
are on the scale of time management: at the top, when you act 
in accordance with your grand vision, youre INVESTING your 
time; in the middle, when you put in an average performance 
and do things that may or may not move the needle, you're 
SPENDING your time; and at the bottom, when you do useless 
things, youre WASTING your time. 

As a consequence, you'll either get a life of fulfillment, or 
you'll get one fraught with frustration, regret, and low self-es- 
teem. Then the question is: why would someone SPEND or 
WASTE their time instead of INVEST it? The answer is easy: 


Investment requires effort, 
and the rewards only come later. 


People rarely see the long-term benefits that come with 
compound gains, as they’re so focused on instant gratification. 
Something worthwhile always requires efforts, and if it doesn't 
require effort, then it’s probably not worthwhile. WASTING 
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time requires no effort at all. Henri Laborit’s Law of the Least 
Effort states that human behavior drives us to do first what 
SEEMS to make us happy, which in reality is just comfort dis- 
guised as happiness. The Law of the Least Effort seldom brings 
us satisfaction or fulfillment. 

This reminds me of a business owner who was proud of 
his sixty-five-hour work week, who kept telling me he was still 
working like he was broke and that was key to his success. I 
soon discovered that during his weekly work, there was lots of 
chitchatting and internet browsing, which to me takes on an 
entirely different meaning of “working like you're broke.” 

When I coach business owners, I sometimes feel as though 
I care more about their time and their businesses than they do. 
After we had a conversation about his working hours, I told 
him that I found his approach to work less than professional. 
He came to realize that he was actually wasting around fifteen 
to twenty hours per week on totally unproductive activities. 

By the way, I always tell things as they are: I’m blunt and get 
straight to the point. First, because it’s comes naturally to me— 
that’s just who I am. Second, because by doing this, I respect 
my time and yours. Third, and although it may sound harsh 
to some, I do so because I know my words will offend those of 
a feebler disposition and attract strong ones instead—people I 
actually want to work with. 

But this is not about me, this is about you. Think of me as 
your trainer: I tell you what to do, I show you the way, I share 
my proven methods, I give you all the possible insights ... And 
I know it works with 100% certainty. But I can’t do the pull-ups 
for you. You are responsible to take what we create together and 
make it happen. 
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My clients love straight-talking people. That’s usually one 
of the main reasons they choose to work with me: they like the 
intensity. Whether that be in our mastermind or on a one-to- 
one basis, we accomplish much more in one hour by speak- 
ing straight to each other than what we would do in a hundred 
hours with all the wishy-washy fluff. Let’s get results quickly! It’s 
not for the faint-hearted, but if you want to know more about 
how we can collaborate, follow the link below and book a call 
with my team: 


8FigureWorld.com/call 


Business owners need to wear the right lenses. The dura- 
tion which any given employee works doesn't necessarily cor- 
relate to output, that is, what they actually do when they’re sup- 
posed to be working. If, for any reason, you want to spend sixty 
hours in the office but you're only at work for forty of them ... 
well, that’s up to you. But don't lie to yourself. The subject of 
this book is WHAT to do during those hours you really work, 
to grow your business. 

I personally work no more than forty hours per week— 
because I don't want to. These hours are crammed with useful 
activities: from the first minute in the morning to the last min- 
ute in the evening, I know what to work on, and there's no time 
out. No newspaper reading, no useless phone calls, no binge 
watching. No distractions. 

I want you to be fully aware of the activity you're doing, 
WHEN youre doing it. If you decide to watch TV, okay, but 
don't lie to yourself. Watching TV is 100% time wasted. If you 
decide to play video games, at least be honest with yourself and 
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know that it’s useless; and believe me, I have a very special affec- 
tion for gamers, since I was one for a long time. 

Now maybe you're saying, “But I NEED it, to clear my head; 
it’s my relaxing time.’ I get it, 100%. I really do. I’ve been there. 
But I want you to understand that those who are at the top of 
their game don't need relaxing time. All right? Now, are you 
ready to compete with these people? 

It might hurt, and ’'m well aware of that, and you might 
hate me, but I’m telling you the truth. I’m giving you the map, 
so that you can spot yourself in there, and see the road that still 
must be traveled in order to be the person you aspire to be. 


Don’t forget that the only way to 
work on the right things is to 
avoid, like the plague, wasting 

time on the wrong things. 


YOUR NOT-TO-DO LIST 


You need discipline. 

My definition of discipline = giving up what I desire 
TODAY for what I really want TOMORROW. 

Discipline is more about what NOT to do than what to do. 
When your alarm rings in the morning, you know that you 
SHOULDN'T snooze it. When you sit in front of your com- 
puter, you know what websites you SHOULDN’T go brows- 
ing—it’s time to work. When youre starving and you pass by 
a fast-food restaurant, you know you SHOULDN'T stop there. 

There is, of course, an extreme form of this lack of disci- 
pline: acrasy, the definition of which is when you KNOW the 
choice you're making is wrong, but you still make it, either 
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for instant gratification or to avoid pain. It’s the path of least 
resistance. 

That’s why, as paradoxical as it may seem, DISCIPLINE is 
your only way to freedom and all the things you really want to 
achieve. There’s one thing that would be of tremendous help 
along the way: write up a NOT-TO-DO list, and stick it some- 
where where you can see it whenever you're working (wall, 
screen, notepad). That’s the forbidden list: things you won't 
do at any cost (these “No-Value Activities” are enumerated in 
section 4). 

Think about it: Pll bet each time you're wondering what 
activity you should focus on next, you refer to your TO-DO list, 
and you follow it, right? Well, the NOT-TO-DO list works the 
other way round: each time you're tempted by an activity that 
you know deep inside is 100% useless, such as watching random 
YouTube videos, reviewing sports results, checking the news, 
your emails, or social media, you ought to instead refer to your 
NOT-TO-DO list. 

Simple. 

Each time you find yourself a victim of temptation, and 
doing something that’s not yet on your NOT-TO-DO list, you 
add it there. That’s what we call willpower in action. It’s about 
taking over your entire schedule by knowing exactly what needs 
to be done—and what needs to be AVOIDED. 

Again, nature abhors a vacuum, so get rid of your no-value 
tasks. Be radical about it, and you'll soon find yourself working 


on the most important activities. 
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THE MOVIE OF YOUR LIFE 


You are the writer, the director, and the protagonist of the 
movie of your life. That’s the Orson Welles rule, and I’ve been 
using it for more than ten years. 

Like the popular writer-director-actor: 


— YOU define your own story (don't let anybody write 
YOUR story). 

— YOU choose who enters the movie of your life (it’s 
about saying NO to most of the people and things that 
stand between you and your grand vision that is the 
movie of your life). 

— YOU are the protagonist, and you just follow the script 
(as in movies, you do have flaws, but you keep fighting 


because youre driven). 


That’s how you create your own world. This is critical. 

People around me sometimes refer to some celebrities or 
pop-culture events I’ve never even heard of. Some people laugh 
when I tell them I don’t even know how Netflix works. Some 
think ’'m a Martian when I tell them I didn’t know it was the 
Superbowl weekend. People are surprised when they see I don't 
know how to wear a face mask (which side goes where?). 

I let people enter my world to discover it, if they wish, but 
I’m not in any rush to go into theirs. It may sound crazy, but 
in my world there are things I don’t talk about or ever hear of. 
Indeed, there are things I don’t know and don't WANT to know. 
I don't want to spend any second of my valuable time think- 
ing about something that’s not related to my grand vision—the 
movie of my life. And it’s playing out every second. 
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That’s what I call creating your own world. You, the writer 
of your life, are the one who decides exactly what you, the pro- 
tagonist, are going to spend your time on, each minute of your 
life. With your particular style, you, the director, are in charge 
and can put a stop to anyone or anything likely to compromise 
the execution of the script, and make sure you, the protagonist, 


can deliver it consistently. 


HOMEWORK 


Here's your homework, a five-step process: 


1. Identify the most important roles in your life; for exam- 
ple, you're not only a business owner, you could also be 
a spouse, a parent, an athlete, a worshipper ... 

2. Who do you want to be in five years? That’s your grand 
vision. For each of the main roles of your life, describe 
in two or three sentences who you want to become. 
Picture your ideal self in five years. 

3. Look at the next ninety days. Ask yourself what the 
activities are that will get you closer to your long-term 
vision. List them all. Repeat in ninety-day cycles. 

4. Zoom in again and look at the coming week. Again, ask 
yourself which activities you should be doing to bring 
you closer to your vision. 

5. Finally, look at the next twenty-four hours, and ask 
yourself the same question. You can plan several activ- 
ities as long as they align with your ultimate vision, but 
for each day, have only one priority outcome: the one 
reason this day will be worth living and being remem- 


bered for, in the book of your life. 
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All your daily activities—and I 
mean ALL—must be a part of your 
weekly plan and therefore contribute 
to your ninety-day plan, and 
ultimately your five-year vision. 


If they aren't, either you're working on the wrong things, or 
there’s a mistake in your plans. In the latter case, change your 
plan. Just modify it if you've missed something important. 


Let me give you an example. 


Role: business owner 


>> Vision as a business owner—who am I in five years? “I’m the 
owner of a $75m company in the medical device manufacturing 
industry, and I’m surrounded by subject matter experts. We're 
known for providing exceptional results to our clients. My 250 
employees are the happiest in the industry. We're exploring 
options to open a new location in Asia, and I already have hun- 


dreds of applicants, not to mention referrals.” 


>> The next ninety days—let’s assume you've just launched your 
business and you're by yourself. What should I have accom- 
plished in three months? Have a well-designed website with 
a performing funnel; have an attractive offer; have met with a 
tax advisor; protected my name with a trademark; defined my 
strategy; written a book to make known my authority in my 
industry; defined my main conversion tool; have a YouTube 
channel with at least twenty-six videos in there; get my first cli- 
ents and testimonials that I'll display on my website and my 
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social media; join a group of valuable business owners that will 


make me grow; have a podcast. 


>> Now your schedule for the next week—start by working on 
the most important thing of your ninety-day schedule. Define 
the strategy: how to find clients; understand who’s my target; 
know what’s my main product or service; if I’m utilizing ads 
or organic traffic; where I'll be running my ads; if Pll consider 
public speaking; what my price range is; who my potential part- 
ners are; be in the process of upgrading my knowledge with a 


book or a course. 


>> The next twenty-four hours—start by working on the most 
important task of your schedule for the upcoming week, which 
could be something like one of the following: define my USP; 
carry out a competitor analysis; buy a domain name and have 
somebody set up my email address; contact different suppliers; 
create a YouTube channel. 


During the first couple of weeks, or even months, you'll 
probably undergo many iterations of your five-year plan. But 
after a few of months, you'll have a clear vision of who you want 
to become and what you want your business to be, and 90% of 
it will be set in stone. Then you'll work, almost exclusively, on 
your ninety-day, weekly, and daily plans. 

By following this formula, youre PLANNING your life. 

By the way, regarding the planning of your next twenty-four 
hours, I urge you to do it just before the end of your workday. 
Take some time to write your next day’s priorities, especially the 
very first activity you'll handle tomorrow morning. This way, 
you wont waste time when you come back to your desk in the 
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morning, reflecting for hours on what to work on. This is an 
application of Falkland’s Law: things get easier when you don't 
have to make a decision. 

And then the last step is all about ACTION. Follow your 
plan. Again, there's a time for PLANNING your life, and there's 
a time for LIVING your life (by following your plan). 

At first, you spend most of your time as the writer. To make 
a great movie, even the best actor needs a great script. But don't 
get bogged down in rewriting and editing over and over again. 
If you over-analyze, you'll find yourself PARALYZED, spend- 
ing most of your time PLANNING your life, instead of LIVING 
it, and that doesn’t make a great deal of sense. It’s like getting 
ready for something that’s never going to happen. 

Once you're done with your plan, DO IT! It’s time for action. 
Stop thinking or talking about it, because when all is said and 
done, unfortunately, a lot more is said than done! Once you 


know what needs to be done, just do it. Move forward. Don't 
turn back. The time for reflection has passed. 

By keeping in mind this pattern, your strength is that when 
you feel like you don't want to do a task (one that you know 
you need to do yourself), just switch 100% into WRITER mode! 
The writer knows what the protagonist needs to do to move the 
storyline forward. Just make “him” do it. Look at your charac- 
ter from above and tell “him” what to do. You, the writer, know 
the best thing for you, the protagonist, to say and do at any 
point in time. 

Let me summarize the method for you again. In its simplest 
form, there are only three main elements. 

First: identify your roles in your life—you might be a busi- 


ness owner, a spouse, a parent, a friend. 
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Second: what are the most important goals you wish to 
achieve in each of these roles in five years? 

Third: identify the tasks that will move the needle the most 
over the different periods of time: (1) next ninety days, (2) next 
week, (3) next day. 

By following these three steps, you enter into the PLANNING 
phase of your life! In other words, that’s your life plan. 


1. Your roles. 
2. Your vision. 
3. Your schedule. 


These all work in accordance with each other. One thing 
worth clarifying is that it’s not rare to ask the writer to tweak 
the script. For example, let’s say you're having lunch and catch- 
ing up with a sibling after a period of absence, and you say 
to yourself, “Wait, this is nowhere in my schedule and doesn't 
contribute to my plan.” Then just tweak it. You have a role that 
you may have forgotten as a brother or sister, so simply add it 
in the role section and add an accompanying vision. Maybe 
you want to strengthen your relationship with your sibling, 
develop empathy towards them, be more patient, or just have 
more quality time with them. Whatever it is, write it down. 
PLAN it in. 

It may seem as though I’m digressing, but I want to give 
the opportunity to reflection on yourself, not just your busi- 
ness. That’s right, I'm here to teach you business stuff, but as 
a business owner, you know very well that your personal life 
and your business life are entwined: they're interdependent. 
Only employees can finish their work and resume their normal 


life when they get home. We business owners never switch off. 
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We are business owners 24/7; our minds are wired to drive us 
towards our grand vision, and our business life overlaps with all 
the other aspects of our lives. 

That's the first lesson. I hope you're learning something, 
LEARNING being the readiness to change something in 
your life. 
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PRACTICE PROACTIVE 
THINKING: GET NEW 
IDEAS, ANTICIPATE 
TRENDS, AND DEVELOP 
YOUR VISION 


The lazy way of doing work is switching on your computer 
and checking your emails—while you've already checked them 
twice on your phone during the last ten minutes. Or checking 
your social media accounts: same lazy crap. 

The proactive way of doing work is this: sit down and 
think ... or stand up and think. Go do a handstand if you pre- 
fer, but be sure to THINK. Remove anything that can hijack 
your concentration, remove all screens, hit airplane mode, and 
think. Most high achievers I've worked with—people running 
8-figure businesses—block out regular thinking time. Usually, 
it’s either early in the morning or late at night, as long as it’s 
quiet around. It’s best (but not essential) if you have an unob- 
structed view, say, if you can see the sky or the horizon. 

Most successful people think differently to unsuccessful 
people. Successful people think proactively, they don't think 
reactively. They create their own ideas, their own inspiration. 
That’s what I mean by “thinking differently”. You, as the head of 
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your organization, must think several steps ahead, like a chess 
player who plots their moves five or ten steps in advance. You 
have important decisions to make every day, so make them 
with the whole picture in mind, and reserve a time-slot on your 
schedule to do it. 

More often than not, people (1) don't take the time to think, 
and (2) use the handed-down thoughts and beliefs they were 
taught—that’s how they end up being like everybody else. On 
the other hand, all elite performers have a specific routine of 
reflecting on the actions they take, the ones they didn't take, and 
the ones they will take. They continually learn, adapt, and grow 
at an exponential rate when compared with the average Joe. 


Here's how to organize your thinking time: 


Vision - Where do you want your busi- 
ness to be? Is it on the right track? Where 
do you see your product or service in the 
future? What’s the plan? Is there an alter- 
native? What are the opportunities? Think 
about a book you have read or a speaker 
you ve listened to: what can you implement 
in your own business? Who can help you 


implement that? 


Solutions - What prevents your business 
from performing better? When you think 
about a problem, make sure to identify 
the root cause of the problem, not just the 
symptom. This way you'll come up with the 
right strategy, not just another tactic. The 
symptom might be, “We don’t have enough 
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sales; but the real problem may lie else- 
where. Maybe you dont have enough refer- 
rals, or any recurring revenue, or enough 
leads, or maybe your lead conversion rate 
is poor. Another symptom might be, “We 
can't hire the best people.’ But what is the 
root problem? Maybe your brand has a 
poor reputation, maybe you can't attract the 
best talent because the culture or the vision 
of your company is unclear, or maybe your 
recruitment process sucks. Before it can be 
solved, a problem must be clarified. Always 
differentiate the symptoms from the root 
problem—the real cause of your headaches. 


Anticipation - What will happen that you 
can't see right now? What are the right 
questions you should ask yourself that you 
haven't yet? Where's the next bounce of the 
ball? What's the thing you should know that 
you don't? What should you do to get pre- 
pared for the unknown? Look back at 2020 
or the 2008 crash: is your business ready if 


something similar or worse happens? 


Answer your own questions and question your answers. 
Then question your questions! During your thinking sessions, 
remember that having the right answers is great, but having the 
right questions is even better. 
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In fact, it’s better to have an 

approximate answer to the right 

question than it is to have the 
right answer to the wrong question. 


Let me tell you something you've probably never heard 
before. When we talk about THINKING, there are two seg- 
ments, whether in science, philosophy, psychoanalysis, or 
whatever. The two segments are interests and reflection. That’s 
all. The interest you have in a reflection of yours influences 
your thinking. And the more interest you have in a particu- 
lar instance, the more they interfere in your objective search 
for truth. 

Here’s a trivial fictitious example of a discussion between an 


engineer and the owner of a building: 


“. There's a lot of work to be done, or the 
building is going to collapse. It’s danger- 
ous. Here's why ... 


- Pll give you $im, and how about you 
keep quiet about all that extra work? 


- After all, the building will hold. Here's 


» 


why ... 


The engineer suddenly takes an interest when he’s offered a 
bribe. And after reflecting on the offer, he all but disregards his 
initial position. He has an obvious conscious interest. 

Here's another example: you see an offer where somebody 
tells you that you can be rich by next week just by applying this 
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one thing they tell you in exchange for a few hundred bucks. 
Chances are that if it happened to a friend of yours, your ability 
to discern and weigh up the risk would stay intact, and youd 
have warned them with 100% certainty that this is going to 
be bullshit. 

But because it’s you, and you live the situation from within, 
youre now emotionally involved in the process: you can't 
help but rationalize a dumb purchase. Your curiosity has been 
triggered, the reward is tempting, and you begin to convince 
yourself that it’s not that expensive. You have an unconscious 
interest that distorts your reflection. Ask yourself from which 
standpoint you are thinking: rational or emotional? What kind 
of answer are you looking for? What kind of bias from within 
can INFLUENCE your thinking? 

Thinking sessions aren't easy because they force you to look 
at your business and personal circumstances from an overall 
perspective, not only in its competitive environment but also in 
its social, political, and geographical environment too. 

I once read a story about the legendary Wall Street investor 
Michael Milken. He was sitting at a meeting with a dozen peo- 
ple when his assistant interrupted him to ask him for a quick 
decision on something that was going on. Michael took out his 
planner, turned some pages, wrote something down, and said, 
“Tl think about it on Friday, between eight and nine.” How 
powerful is that? Thinking time. Never rush into your deci- 
sions. There's a time to think and there’s a time for action. Never 
skip your thinking time. Plan it in. 

Can your thinking time be allotted to when you're driving 
or commuting? It’s great if you already do, but thinking while 


driving or on public transport often turns out to be more of 
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the daydreaming variety than proactive thinking. I’m not say- 
ing that you can't have fantastic ideas during these times, I’m 
just saying that the chances are slimmer. Anything can distract 
you when youre driving or commuting. And you can't always 
take notes. 

Thinking time is designed to enable you to distance your- 
self from the emotions you experience when working in your 
business, emotions which cloud your judgment. Remember, 
emotions and intellect seldom work together: when emotions 
run high, the ability to make intelligent decisions wanes, and 


vice versa. 


HOMEWORK 


Think about the amount of time you waste browsing your 
smartphone. Probably hours and hours a week. All I’m ask- 
ing of you is to set up one or two sessions of thinking time per 
week, instead of spending that time browsing on your smart- 
phone. I recommend at least one twenty-minute session, up to 
an hour per week. But feel free to do it twice a week. Always 
have a pen and journal to hand—or anything else with which 
you can take notes. 

IMPORTANT: it must be an uninterrupted block of time. 
The best way to ruin something is to do a second thing at the 
same time. You have to devote yourself to what you are doing 
and refrain from the rest. Think about the VISION you have for 
your business, think about the SOLUTIONS to the problems 
you have in your business—remember not to confuse problems 
with symptoms—and think about how to ANTICIPATE future 


events, to avoid future problems. 
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This is a life-changing activity that I've carried out with doz- 
ens of my clients, whether it be through my M&A consultations 
or my time management coaching. I didn't change their lives, they 
actually did it by themselves. I just provided them the vehicle 
through which they could analyze their situations, by asking them 
the right questions and letting them answer. 

You can't imagine how many business owners fail to take 
time out to step back and think—at least, proactively. If you've 
never heard of that, that’s a good sign. That’s the reason why 
you were probably stuck somewhere down there. From now on, 
if you apply proactive thinking, your business will grow as a 
result, and you'll certainly meet more and more people who do 
it along the way. 
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BUSINESS’S CULTURE 


First, let’s take a look at what CULTURE is NOT: 


— Bringing your dog in the office. 

— Having a kitchen stocked with herbal teas. 

— Going to work in flip-flops. 

— Having a ping pong table in the meeting room. 


God save us from silicon valley companies. Culture is the 
character of your business. If your business was a human being, 
CULTURE would be its personality. Let’s find out what the 
main component of a business’s culture is: PEOPLE. 


YOU + YOUR PEOPLE 


Your business is made up of people. In the beginning, there's 
only you: the founder. Gradually, you bring in more people, 
one by one. When we talk about culture, we're actually talking 
about people. Culture and people are inseparable. The culture 


of a business is shaped by the people in the business; and the 
people in the business are shaped by the culture of the business. 
It's a self-regulating cycle. 
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It starts the moment your business is created. You could 
even say that it begins long before, since it’s essentially a man- 
ifestation of the mindset and attitude of its founder. Behind 
every successful company, there's always an individual at the top 
who has a clear vision of what the business should BE. Actually, 
the business is just the VEHICLE of the owner's vision. People 
admire this kind of person, especially if the WHY of the busi- 
ness is virtuous and valuable to society. 

When trying to understand CULTURE, you'll be forced to 
dig deep to find out the purpose of your company. Because if it’s 
only making money, you'll be good by yourself, but you won't 
be able to attract creative, hard-working people. Have you ever 
heard a team say, “Our goal is to make our owner rich”? Such 
a workforce is unlikely to exist. Don't try to lure people with 
something vague such as, “My goal is to increase the value of the 
company,’ because what you mean is, “My goal is to be richer.’ 
You wont attract the right kind of person with that approach. 

Only a person who's completely lost their ideals sees money 
and possessions as the only reasons to enter into business. So 
it’s your job to define the WHY and the HOW of your busi- 
ness. It’s called the mission statement. ’'ve met business owners 
who were making $25m, $50m, and $80m dollar in sales; and 
80% of them had a mission statement. Is that by accident? Not a 
chance. Even if you're on your own by now, you HAVE to have 
a mission statement, so be sure to WRITE IT DOWN. 

Refine it over time, work on it, and review it regularly to 
remind yourself what you work for. 

The founder and the first ten to twenty employees—and 
the interaction between them—determine the character of the 
firm, that is, the culture. People who are hired from then on are 
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defined by the culture that was initially set up by the first ten to 
twenty people of the company, alongside the owner. New hires 
adhere to and carry the culture on. 

Therefore, I can’t emphasize enough the importance of 
YOUR own character, YOUR integrity, YOUR work ethic, and 
the way YOU communicate. Because your business is an exten- 
sion mainly of yourself and of the first people you hire. Your 
business is your mirror, especially in the beginning. If you can 
picture the kind of people you would like to attract, and the 
kind of culture you want your company to have, but you think 
you personally lack something (say, for example, you're not a 
great communicator), the people you need to hire first should 
be excellent communicators. 

You can't convey something if you lack the rudimentary 
skills and knowledge to do so. Either upskill yourself or head- 
hunt talent with those skills. It’s like with your kids, you have 
no chance of teaching them patience or discipline if you're not 
patient and disciplined yourself. 


HISTORY 


The culture of a company is also determined by its history: the 
important dates, events, contributors, ideas, and flagship prod- 
ucts or services. Culture is at the core of your business; it’s the 
nature of your business. You can easily change your strategy, but 
changing your culture once it’s set up brings about confusion, 
because it’s almost as if you're erasing the story of the business. 

For example, in all my companies, one of the core compo- 
nents of culture is CONTINUOUS IMPROVEMENT. So ongo- 
ing training has always been one of the most important aspects 


of my businesses—and all my people know that. That’s in the 


3I 


THE 400-HOUR WORKWEEK 


DNA of my businesses, and has been from the very beginning, 
starting with myself. 

What dates mark the history of your company? Are they 
linked to historical events in the country or a region? Who are 
the founders? Who else has contributed to the development 
of the company? What are your flagship products or services? 
What striking anecdote(s) could be interesting to tell employees 
during their induction? 

By identifying these elements, you emphasize the human 
dimension and show that the business isn’t just about perfor- 
mance. Rather, the stories of its past promotes its integration 
into a temporal, cultural, and social space within the micro- 
cosm of your organization. It’s also about highlighting the men 
and women who participated in its creation and development. 
Reminding others of the context gives deeper meaning to the 
company and evokes a sense of authenticity. 

What do you think happens when a company goes pub- 
lic? Youd be correct in thinking that, most of the time, the 
whole culture changes. The main reason is because people 
change (or are replaced), and those who remain change their 
behavior, their vision, the way they work. The historical val- 
ues are flushed down the toilet, and the history of the business 
becomes ... well, history. That’s one of the reasons why I hate 
when a business goes public. 


COMMUNICATION 


The way people communicate in your company demonstrates 
the confidence your people have in each other. Let me share 
with you a quick story. When I had my gift basket business, one 
particular employee made a mistake that resulted in dozens of 
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gift baskets being sent to the wrong recipients. Instead of hid- 
ing away and praying that nobody noticed, he told his man- 
ager as soon as he discovered the mistake. The manager (who 
I trained) thanked him for bringing it to his attention and they 
were able to fix the problem fast. Later they talked about it in 
greater detail, free from judgment, just to gather the facts and 
put in place measures to ensure nothing of the sort would hap- 
pen again. The employee who made the mistake was involved 
in tweaking the existing procedure and felt empowered in 
improving the business. 

Every manager would like to work with employees who 
acknowledge their mistakes. But few managers make the effort 
to thank such a person, and instead end up lecturing them. 
Admitting to a mistake isn’t easy, because nobody comes to 


work to do a bad job. It’s your job to show them taking account- 
ability is actually a strength, one which only a mature person 
could take, and that it results in a better outcome for all con- 
cerned parties. 

Your business's culture shouldn't just be an abstract idea 
communicated by leaders at annual meetings and away days. It 
must be expressed through concrete actions. In other words, it’s 
an experience that must be lived by employees on a daily basis, 
during and after work. Your culture has its own language, too. 

Most would say they like creative people, but often those 
same people laugh and ridicule an idea that seems odd to them. 
That’s the WRONG APPROACH. 


If you truly wish to develop 
and nurture original ideas, you 
must decide that judging or 
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devaluing an idea is forbidden 
in your organization. 


Lead by example. If anybody in your team ridicules some- 
thing of an unorthodox nature, be sure to challenge them. 

Another example: during your one-on-one meetings, 
always ask your people what they should have done better. And 
reward them when they come up with something new. Then tell 
them to do the same within their own teams. You lead by exam- 
ple. You don’t want your people to hide what went wrong, you 
want to KNOW it to be able to improve it. So don’t blame them 
when something bad happens. That’s effective communication, 
and that’s a crucial aspect in the culture of your business. 

During one of my M&A consultations, I discovered that 
my experienced client was mostly worried about what would 
happen after the acquisition of a company (helping staff to 
go through the merger; bringing everyone on board success- 
fully; creating a shared vision that everyone can latch onto 
etc)—while most of my clients are concerned about what to do 
before the acquisition (finding the right target; structuring the 
deal; anticipating technology changes etc). For this seasoned 
business owner, integration was the most important part of 
an acquisition ... and the most important part of integration 
was when the new business culture comes in ... and the most 
important part of the culture was the way people communicate 
with each other. 

See how far effective communication goes in the culture of 


a company. 
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CONCLUSION 


In summary, the culture of your business is determined by: 


— The founder (yourself): your own story, values, and vision. 
— The first dozen people you hire. 

— The history of the business. 

— The way people communicate in the business. 


HOMEWORK 


Start by writing your businesss mission statement. What is 
it exactly? 

Some say that the mission statement is just one sentence; 
which if it happens to be salient and inspirational, that’s enough. 
It can be short, almost like a tagline or a slogan. Regardless of 
length, it must clearly define your ideology and the direction 
you want to go. What’s the change you want to see in your 
ideal world? Why did you start your business? Your mission 
describes what the company wants to achieve as part of a wider 
community, or the world. The mission statement defines your 
culture. You personify it. 

My gift basket business's mission statement was: “We bring 
smiles, one gift basket at a time.” 

Then I added three points to make it clearer: 


1. Care—we do our job thoughtfully, as if we were doing 
it for our moms. 

2. Teamwork—we work together because I can’t change 
the world alone. 

3. Accountability—each of us is responsible for all the 
good that happens ... and the bad. 
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The first point is oriented towards our clients; the second 
is oriented to our team; and the third to ourselves as individu- 
als. When you have a solid culture within your company, you 
attract a whole different type of person, whether it’s your clients 
or employees. Your employee turnover goes down; you gain 
traction; staff satisfaction goes up; all of which translates to the 
economics of the business. 

A word of warning though: never set up your WHY, that is, 
your businesss GRAND VISION, to please or attract people. It 
must resonate with you; that’s the priority. Then it attracts other 
people who share your business’s grand vision and ideals. That’s 
how you build a business’s culture. 

Have you heard the famous quote that states: “Culture eats 
strategy for breakfast?” I like it; it's funky ... but it’s not entirely 
true. You can't just say this sentence like that and leave. It deserves 
some clarification. Its only true from a certain point of view. 
Culture isn’t something you can count on to launch your busi- 
ness. Strategy is the father of culture. Without a great culture, your 
company’s growth will be stunted. But without the right strategy, 
your business won't be able to survive. So the first thing to devote 
your time and energy on, chronologically, is your business's strat- 
egy. Then once youre on the right track, once you've got a proven 
business model, once you've made some money, a great culture 
will enhance the entire project and help you scale up. 

The culture of your company = your strategy’. 

That’s why you'll hear umpteen stories from entrepreneurs 
whove made millions and yet never cared much about their 
business's culture. They just happened to have a strategy that 
worked. But you wont find anybody who launched their com- 
pany with a killer culture and yet no strategy. When you start 
with strategy first, everything else falls into its place. 
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Before talking about what STRATEGY is, let me take a step back 
to understand it in the context of your business's very existence 
and purpose. This is probably the most important part of the 
book, thanks to which my clients understand how to quickly 
scale their businesses up to multiples of seven figures. 

Many people talk about the importance of business strategy 
but do so in vague terms. I’ve never seen anyone go further and 
actually define what strategy exactly is. So let’s delve where no 
one wants to go: the world of accuracy and comprehensiveness. 
You'll know it all. 

The goal of each and every business is to fulfill a need in the 
marketplace and, in turn, generate revenue. Right? 

Wrong. 

That's a limiting mindset that unfortunately a lot of busi- 
ness owners develop. The real goal of a business is to fulfill a 
need in the marketplace and generate VALUE, not revenue. 

You want the proof of that? There are a lot of businesses out 
there that generate revenue but have zero value. Those com- 
panies are generally very limited in their growth, and they’re 
called lifestyle businesses. They generally rely on one person, 
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even if there are a few employees; and if this person leaves, 
there’s little to no value left. 

On the other hand, companies that have value ALWAYS 
generate revenue and profit, with the exception of a few uni- 
corns such as Uber, Pinterest, Spotify, or Slack. These compa- 
nies are exceptions in the crazy world of finance. This’s not how 
business and economics work for 99.999% of companies. 

So why is it better to prioritize VALUE over revenue and 
profit? Because revenue and profit are byproducts of VALUE! 


When you create VALUE in your 
business, you unknowingly 
capture other metrics like 

revenue and profit. 


Each and every business is a value creation process. It starts 
with an input and ends with a finished service or product. 

What exactly is VALUE, and WHERE is it in your business? 

I want you to understand the concrete value of your busi- 
ness; to look at it—and at ALL other businesses—through the 
lens of a high achiever. So what are we talking about EXACTLY 
when we talk about VALUE? There are only two things that 
have an impact on the value of your business. 

The first one is your ASSETS. This is your WHAT. 

The second one is your STRATEGY. This is your HOW. 


Value = assets x strategy. 


GOLDEN ACTIVITIES 
Working On Long-Term Future: Months & Years 
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FIRST STEP: THE ASSETS 


Before we talk about your strategy, let’s first focus on your 
assets—WHAT YOU HAVE. Especially in the beginning of 
your business's life. Five- and 6-figure entrepreneurs, so-called 
lifestyle entrepreneurs, work to generate REVENUE. And when 
they do make six figures, most of them get stuck there forever. 


That’s the direct result of the revenue mindset. 
On the other hand, 8- and 9-figure business owners work 
from the very beginning to build assets. Such a philosophy has 


a tremendous impact on: 


— The SPEED at which their businesses grows. 
— Their SCHEDULE. What an 8- or 9-figure business 
owner works on bears little resemblance to the activity 


of a 5- or 6-figure earner. 


So WHAT is an asset? An asset is a RESOURCE that has 
been created or bought by the company, to increase its value 


by generating revenue. Let’s take a closer look at what an asset 
is, in real terms. Let me list ALL the assets a business can have, 
regardless of the industry. There are thirteen possible assets: 


e Your brand—that’s the EXPERIENCE you offer to your 
customers and to every person who comes into contact 
with your business. I'm talking about your business’s 
brand, not your personal brand. 

e Team /employees—that’s the people who work IN your 
business, FOR your business. 

e Products / inventory—the goods you intend on selling. 

e Services (knowledge / savoir-faire)—this is the invisi- 
ble, intangible value that you provide. This can be your 
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ideas, your studies, your concepts, your conclusions, 
your insights, your point of view, your perspective, 
your angle. 

Customers / database—the RECORD of all the people 
or businesses who have EVER bought something from 
your company. It contains meaningful information, 
such as what they bought, when, how much, contact 
information, as well as personal psychographic and 
demographic details such as hobbies, spending hab- 
its, location, and age. This database may also include 
leads and prospects who are on your radar but are yet 
to make a purchase. 

Systems / processes—the series of steps you have for- 
malized for your repeatable tasks, to optimize the 
EFFICIENCY and the speed at which you move 
towards your vision. 

Bank account / savings—your available cash. 
Accounts receivable—the money your customers owe 
you. It belongs to you but it’s not available until your 
customers pay. 

Strategic partnerships—this is a type of business rela- 
tionship where there’s an agreement with MUTUAL 
BENEFITS, generally trading money against some- 
thing (like expertise, resources, products, loan, repu- 
tation). Investors, bankers, joint ventures, contractors, 
and freelancers who work for your business fall into this 
category as well because they're not your employees. 
Technology / intellectual property—these are the 
intangible resources that belong to your business, like 
trade secrets, patents, technological secrets, copyrights. 
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¢ Furniture, fixture, and equipment—this includes your 
computers, desks, chairs, printers, telephones, vehicles, 
and anything else that is TANGIBLE, that is, something 
that can be moved and that is not fixed to the build- 
ing. Software can also be listed in this category. But 
depending on its purpose and cost, it can also be listed 
as intellectual property. As a general rule of thumb, if 
the cost of one copy of the software is more than $100k, 
it’s listed as tangible. 

¢ Real estate—if your business owns the premises or any 
other property. 

¢ Location—if you operate a brick-and-mortar business 
(such as coffee shop, restaurant, laundromat, or gro- 
cery store), this is your main asset to attract clients. If 
you have an online business, your location wouldnt 


necessarily constitute an asset since it’s relocatable. 


That's it: an exhaustive list of all the possible ASSETS your 
business could have, with which you build real VALUE, gener- 
ate REVENUE, deliver PROFIT, and produce CASH. By build- 
ing each of these assets, and COMBINING them, you are build- 
ing value and a real business. You're building WEALTH. 

Depending on your industry and how you set up your 
business, SOME assets are more important than others. Maybe 
you don’t own any real estate, and that’s not part of your plan. 
Maybe your business can be relocated anywhere, and your 
location doesn't matter. Perhaps you don’t have a valuable part- 
nership ... yet. Maybe you dont sell products, so there's zero 


inventory. 
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You must concentrate your efforts on what matters for 
YOUR business! I have three exercises for you that will show 


you where your business stands versus where you want it to be. 


1) List your assets in three categories 


Take some time to list all the above assets in three columns: 


— Those you already have and will develop (for example, 
brand, bank account, services, clients). 

— Those you will have in the foreseeable future (your 
clients, if you're just getting started; your intellectual 
property, say, if you're building an app; your strategic 
partnerships, if you plan to have an exclusive supplier 
or are planning a JV). 

— Those that don't apply to your business (maybe the 
location; if your business trades entirely online; real 
estate, if your company doesn’t own any and you dont 


intend on acquiring any). 


Once you're done with this exercise, you've got your 
ASSET CARD: that’s a CLEAR PICTURE of where your busi- 


ness stands. 


2) Rate your assets’ potential 


The second step consists of rating your assets. What stage are 
you at with each of them in relation to your goals? Look at each 
of your business’s assets and imagine them once they’re opti- 
mized. If, for example, you're just getting started, and nobody 
knows your brand, mark it at 5%. If your business owns a piece 


of real estate, and you don’t plan to own any more, mark it at 
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100%. If the products or services you offer are up and running, 
and you don’t plan to offer anything else in the next eighteen 
months, mark it at 90% for example. 

When you're done, you'll have a more ACCURATE view 
of your company: you'll see where the value is today and where 
you want it to be in the future, that is, what you have to work on. 


3) What’s in your business now? 


There's another exercise you can do to know WHERE the value 
of your business comes from, at this moment in time—what 
you really own. In other words, if you had to sell your busi- 
ness today, what are you EXACTLY selling? Let’s apply another 
set of PERCENTAGES to each of your assets, so that their 
amount totals 100%. For example, your EMPLOYEES might 
be your most valuable asset—let’s say 35% of the total value of 
your assets. Then there’s your CUSTOMER DATABASE which 
is, say, approximately 30%. Then you have some important 
PARTNERSHIPS that currently represent 15% of your busi- 
ness’s assets. 

I’m just giving you some indicative numbers, but you get 
the point. Think about each of your business’s assets, give them 
a percentage value, and adjust as you add the other assets. 
Most businesses have 80% of their value concentrated in one to 
three assets. 

To make it easier, I give you an example with one of my 


companies in the following video: 


8FigureWorld.com/value 
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That’s how high-performance business owners look at 


companies—beyond revenue and profit. 


Now you understand why oftentimes there are owners 


looking to sell their businesses, when in comes a buyer who tells 


them that they’re interested but they don’t need the whole busi- 


ness, they just want one or two assets. For example, they’re just 


looking for the IP; that’s all they need. Or the buyer only wants 
to buy the location, the database, or the brand. They identified 
the “Rembrandt in the attic”: expert buyers know exactly where 


the real value is in a prospective business, and it’s usually con- 


centrated in a single asset, sometimes two. Rarely more. 


By the way, when I was an investment banker, some 
of my clients didn’t want to sell their businesses any- 
more once I shared with them, among other things, The 
400-Hour Workweek principles. Once they discovered 
their $10,000/hour activities, they chose first and fore- 
most to double, triple or more the value of their compa- 
nies, and then to sell them. This way, they increased the 
value of their businesses mechanically (because their 
profits soared), and exponentially (because by increas- 
ing the size of their companies, they also increased the 
multiplying factor used for their valuation). That’s how 
I became, by chance, a consultant and a coach for busi- 


ness owners. 


At this point, you should now: 


e Understand the importance of viewing a business 


beyond revenue and profit. 
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e Have clarity on what your business looks like, and 
where its value stems from. 

e¢ Know what your most important ASSETS are, and 
where the potential growth is. 

e Knowexactly what to work on to GROW your business. 

e Be clear on how to carry out your job as a busi- 


ness owner. 


SECOND STEP: THE ACTUAL STRATEGY 


Let me remind you the formula: 
Value = assets x strategy. 


Let’s focus on the second component of your business’s 
value. Unlike your assets, this is something that doesn’t appear 
anywhere on your balance sheet: this is your STRATEGY. This 


is your HOW. 


NOTE: it’s what I refer to as a macro how, not a 
micro how. A micro how is about the tactics, whereas a 
macro how concerns how you manage your assets and 
deploy them. Just to be clear, there are two major ele- 
ments regarding the management of growth within an 
organization. I’m sure you already know this, but as a 
reminder, there's: (1) your strategy, and (2) your tactics. 


¢ Strategy is creativity and externally focused. 
Irregular and long term. SENIOR manage- 
ment. Vision. Working ON your business. 
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e ‘Tactics are analytical and internally focused. 
Irregular and short term. MIDDLE man- 
agement. Implementation. Working IN 


your business. 


Remember the famous “Art Of War’, where Sun Tzu 
wrote that “Strategy without tactics is the slowest route 
to VICTORY... But tactics without strategy is the noise 
before defeat.” 

If you’ve followed me so far, you'll know that your 
company needs both strategy and tactics. The more 
your company grows, the more time you should per- 
sonally spend on the former and delegate more of the 
latter ... until you spend your time only on strategy and 
DELEGATE all the tactics. 

At one time, when I was working in my low 6-figure 
business, I often wondered, “What software do they use 
for this? And what do they use for that? Where do they 
put their ads? What's the copy?” I was focusing on the 
tactics, the micro how, until the day I realized that I had 
to model the STRATEGY, the thinking, the macro how, 
and not the tactics. When I realized that tactics didn’t 
deserve 100% of my attention, for me, that was an 180° 
paradigm shift. 

Look around you - People that are stuck below 
$100k/year always talk about tactics ... because they 
devote most of their time to tactics. Who are the peo- 
ple who buy books or courses about running Facebook 
or Youtube ads, the best way of blogging, setting up 
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email campaigns or optimizing Instagram accounts? At 
90%, they are 5-figure business owners and 10% are at 
low 6-figure. 

That’s why you have big proponents of Facebook ads 
in one camp, and YouTube ads proponents in another, 
as well as SEO promoters, and webinar defenders, and 
organic traffic advocates. The reality is that ANY tactic 
works fine when it’s well done and appropriate to your 
strategy. People become dogmatic in their reasoning 
and become precious about their choices in a way not 
too dissimilar to car owners. For instance, there are 
those out there who swear by Mercedes, and there are 
those who assert that an Audi is by far the best, while 
others will tell you BMW is the only brand theyd ever 
buy. The reality is that they're all reliable and will all 
take you from point A to point B, with a comparable 
at the same speed and comfort. It’s down to the idio- 
syncratic needs of a person or business which affects 
their decision. 

I haven't personally implemented any tactics in 
any of my businesses for almost fifteen years, because 
I don't need to. It's a waste of my time. I leave it to 
the experts, those who spend ALL of their time on 
Facebook, YouTube, fiddling with automation soft- 
ware, creating funnels, and running ads. I’m not in the 
business of marketing, ’m in the business of business. 
The same goes for ALL the high-performance business 
owners I know. To be in the business of business, you 
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need to have a solid strategy. That’s how the business 
world works, at least at the 8-figure echelon and above. 

The first mistake entrepreneurs make is to jump 
right into the tactics, without any semblance of a strat- 
egy. Without a framework. The second mistake they 
often make is that they switch tactics as soon as it’s not 
working right away, instead of testing, tweaking, and 
improving it for a designated period of, say, six months. 


Your strategy evolves with time, but from the startup phase, 
you must have a solid strategy that will allow you to deploy 
your assets INTELLIGENTLY. Generally, you start with your 
own knowledge, some equipment, some savings, maybe some 
inventory or raw materials (if you sell products). And then what 
do you do? 

HOW do you penetrate the market, reach the right custom- 
ers, establish your brand and expand your business's notoriety? 
Do you have a technological advantage? Do you have a great 
supplier that you can leverage? Do you have a revolutionary 
concept? Do you buy real estate? Do you look for joint ventures 
and partnerships? Do you adopt a cost-leader strategy or one 
of differentiation? Do you plan to meet the needs of a smaller 
specific audience? 

What STRATEGY have you planned? More specifically, 
what do you do with your assets? Having the right strategy 
means doing the right things with your assets. 

As a business owner, working on your business's strategy 
is actually INVESTING your time. Remember in the first sec- 


tion when we discussed “plan your time”? You have important 


48 


DEFINE (AND REFINE) YOUR BUSINESS’S STRATEGY 


decisions to make from the beginning, to create your initial 


launch strategy. And then you refine it over time, especially if 


your business is in its infancy. 

But once you reach a certain threshold, usually around 
six figures in revenue, and you decide to shift your marketing 
strategy or launch a new offer, you won't need to do it your- 
self. You'll have the capacity to delegate the execution of it. And 
there are two main benefits of that: 


1. From this stage, your time is more expensive than most 
people’s who do marketing for a living (except the 
gurus among us). 

2. It’s better to hire experts instead of trying to figure out 
the detail, such as how SEO works or how to install a 
Facebook pixel. 


So what’s your plan? 

Will you sell products or services? Will you use your sav- 
ings to build a partnership with someone who can manufacture 
your products in Asia? Will you hire someone upfront with spe- 
cific skills and work with them, at a specific location where you 
know there will be clients? Will you run some ads to make your 
business better known? Will you release some viral content? 

Then as you grow, you'll need to work on other strategic 
questions, such as the positioning of your business; the creation 
and development of new products or services; the approval of 
new policies in your company; the establishment of ongoing 
training for your leaders; the new resources you need to grow 


your market share. 
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Not forgetting, above all, working on your _business’s 


CULTURE, that is, the core values that you'll convey to your 
employees and customers. (Remember Section 3!) 

That’s the SOUL of your business. 

Working on your business's culture is an integral part of 
your strategy ... to some extent. When surpassing a certain 
threshold, during your business’s growth, your CULTURE will 
be mature enough to prevail over your strategy. 


SHIFT YOUR MINDSET 


The COMBINATION of your strategy and your assets creates 
long term VALUE, that translates into revenue, profit, and cash. 
Now you get the right FORMULA, and above all, you get the 
right mindset: the same one that drives the entire 8- and 9-figure 
business owner community. Just switch your mindset from one 
of revenue generation to one of VALUE CREATION, by clearly 
identifying your ASSETS and deploying them wisely. Doing so 
will ultimately define your STRATEGY. That’s a game-changer 
that very few business owners know about. 

Start working like this, and let me know here how it worked, 
in the 8 Figure World Facebook group: 


facebook.com/groups/8figureworld 
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Your employees are your main assets, even if youre in an indus- 
try that has a tendency to regard people are easily replaceable, 
like the janitorial industry (where I started) or the restaurant 
industry. But the difference between a good janitor or waiter 
and a bad one is tremendous. One makes your life easier; the 
other one makes your life miserable. 

But how do you end up in situations where one of your 
employees is such a bad performer and yet another is so good? 
They both looked alike the day you hired them, right? Let me 
show you how to minimize the risk of hiring the wrong per- 
son and increase the odds of finding an uncut gem—a diamond 
among the rough. 

Now, if you're the kind of person who views employee turn- 
over as a necessary evil, we don't think alike. When a breakup 
occurs, I find it very damaging for both parties. Rather self- 
ishly, from the business owner's perspective, it’s expensive in 
terms of money, energy, and time. These are the questions we 
need to ask ourselves: (1) is there a way to find the right person 
from the very beginning, so that nobody wastes their time? (2) 
is there a way to KEEP them galvanized? 
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1. There’s a way to mitigate the risk when you hire 
your people. 

2. Youarrange the right environment, but the mind-chang- 
ing door can only be opened from the inside—their 
side. Motivation is a personal problem. Your role is to 
do everything in your power for the employee to feel 
good about their present and future in your company, 
including the right salary, perks, training, and atmo- 
sphere. But if they still show you signs of boredom and 
trouble, it means that they haven't found their own 


motivation. 


As this subsection is essentially about dealing with other 
human beings, this is, by definition, the most complex one and 
also my favorite. Over time, HR will actually become an essen- 
tial part of your job, because from a certain point, it’s no lon- 
ger about the money. It’s about impacting other people’s lives, 
whether it’s your clients or, perhaps more importantly, your 
employees. You have to communicate with your people regu- 
larly, so don't think that your first priority is to provide hap- 
piness to your employees. Your job is to provide a purpose, a 


meaning to their lives—at least during their working hours. 


What employees expect from you is 
certainty, vision, commitment, 
dignity. Top-flight character traits! 


You are the captain of the ship they agreed to jump aboard, 
because they're attracted to the destination and they trust you. 
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They don't expect the journey to be easy; nobody signed up 
for an easy ride. But they expect to go on adventure, feel a 
part of the crew, and be rewarded with a share of the treasure. 
Otherwise, you run the risk of a mutiny. 

You may have heard it said that most people are not only 
attracted by the extrinsic rewards (salary, bonus, pension) but 
also by the intrinsic rewards (respect, praise, development 
opportunities, esprit de corps) of working in a great company. 
Believe it or not, experience shows that’s all true. It was hard 
for me to believe at first, because I thought nothing could beat 
financial rewards. 

To this day, I still believe an envelope of cash is the best 
incentive. Unfortunately, that all but seems to be phasing out 
as we head into a cashless society. So we'll have to get more 
creative. Regardless, many HR surveys show that once peo- 
ple's basic needs are met, money is further down the list of 
importance. 

Let me be clear: I don't believe in HR surveys, but I can 
accept that financial rewards are only one part of the equation 
and that employees’ motivation, loyalty, and commitment is 
essentially the remaining part. You see, employees want many 


things, such as: 


e Meaningful work within a company that has an honor- 
able purpose. 

e To get excited by their jobs, their co-workers, and the 
company they work for. 

e Clear guidelines, autonomy to get creative, and support 
when the need arises. 


e To be praised by their bosses. 
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e To be inspired by their bosses and the company they 
work for. 
e A secure environment in which their basic needs are 
taken into account. 
e To feel that you care about them, their families, and 
their well-being. 
e To WIN as individuals and as a team. 
¢ To belong to something greater than themselves. 
We can continue the list above with dozens of other bul- 
let points, but this is enough to see a clear pattern—employees 
essentially look for two things: 


— CHALLENGES to reveal their full potential 
— EMOTIONAL CONNECTIONS with their daily 


comrades 


And, of course, employees also look for financial rewards. 
That remains the most essential thing. Whatever HR surveys 
want us to believe, experience shows otherwise. 

Now, do employees want to be happy? Yes. 

But happiness is a byproduct of accomplishment, and all 
of the above is about how they'll stretch their creativity and 
find accomplishment in their work. Keep that in mind for your 
relationships with your employees. Fine tune the right mindset 
from the very beginning. You don’t want to be nice. You don't 
want their love. You want their efforts towards an agreed-upon 
goal that is a small portion of a grander shared vision. 

By acting so, you'll earn their respect, and they'll end up 
being some of the happiest people in the world. 
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The following diagram says it all about the right relationship 


to have with your employees to maximize their performance: 


QUITTER 


CHALLENGE 


You Lost 
Your Balls 


EMOTIONAL CONNECTION 


If you don't challenge them at all and don’t have any kind of 
connection with them, youre not a leader; you're a QUITTER. 
On the other hand, if you do challenge them a lot and con- 
nect with them emotionally, youre a STRONG LEADER. If 
you just connect with them emotionally without challenging 
them at work, you're just a weak APPEASER. If you only chal- 
lenge them without connecting with them, you're a despicable 
OPPRESSOR. 
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HIRE, EMPOWER, AND SUPERVISE 


When you start your business, that’s the framework you'll use 
with all your people, because they'll all be hired by you and 
report to you. Once your company grows, you'll delegate most 
of the hiring process to your managers. Therefore, they are the 
ones wholl apply this three-step process: hire, empower, and 


supervise. 


1-Hire 


Keep in mind that the real turning point in your business's life 
is when you go from one to two people. So hire the best you 
can find, as if HR was your only job. If you can't afford to hire 
the best, hire the second best. Sometimes, they're as good as the 
best. Just don't settle for the third best. Instead, hire the hungry, 
those who have the propensity to be the best. 

Having great employees is the CORNERSTONE of any 
successful company. Don't cut corners, especially if you're just 
starting to hire. Don't forget that a company is only as good as 
the team behind it. You want GREAT things to happen? Have a 
GREAT hiring process. 


The best way, bar none, for sourcing new employees is via 


referrals. 

Referrals are gold. 

They should come from EMPLOYEES (the best source), 
advisors, friends, colleagues, and other contacts. Ask your con- 
tacts who they know that could be great for the open position 
you have. For your current employees, offer a generous reward 
for new hires they refer THAT WORK OUT; for example, pay 
the reward ninety days after their referral is hired, once the new 
hire has proved themselves. 
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Other potential sources for finding new employees include 
job posting boards, LinkedIn, and recruiters, but they're all 


much riskier than referrals. 


Ask The Right Questions 


Once you have your applicants, question them to learn exactly 
how they performed in past roles listed on their resumes. Ask 
accurate questions because you want accurate answers, and call 
references to confirm their validity. Avoid, like the plague, peo- 
ple who complain or tend to blame others for their own failures. 

Here are some examples of questions to ask, all of which are 
open-ended: 


— Why did you leave your last job? (Don't hire people 
who bring drama during the interview). 

— What attracts you about this position? (They should 
show you that they’ve done their homework and know 
your industry, company, and its position). 

— How would your past boss rate your performance? (If 
the candidate depreciates the opinion of their last boss, 
it’s a red flag—unless it’s thoroughly substantiated). 

— Tell me about a time where you assisted in an area outside 
your normal role. (Very important in SMEs). 

— What was the grand vision of your last company? 
(Whether there was one or not, you want to know if 
this is something that matters for your candidate). 

— What would you consider to be your biggest accom- 
plishment so far? (You'll get to know if this is a 
results-oriented person, and the kind of achievement 
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they’re proud of, whether that’s financial, personal, or 
relational). 

What is most important to you in a company? And 
what else? (Generally, the first thing the candidate 
answers to please you is something related to integrity 
or team spirit. Pay attention to their second answer; it’s 
often closer to what they really value). 

Do you believe in life on other planets? (A curveball, 
just to test the dexterity of people's thinking). 

Where do you see yourself in five years? (As long as 
they can explain to me how the position fits in with 
their career, I personally like people who don't look for 
a pleasing answer and tell me a blatantly honest state- 
ment, such as: “I see myself as a mother,” or “I wish to 
start a business.”) 

What questions do you have for me? (Don't hire zom- 
bies who don't have questions). 

Off the record, what remarks do you have for me? (You 
might get any kind of interesting answers, whether it’s 
related to your hiring process, the venue, your industry. 
Again, the main thing is that it tells a little more about 
the candidate). 


The Killer Question 


The reason why you spend time with an applicant and ask them 


several questions is to know if they’re the right match for your 


job. You want to get to know them better and mitigate any risk 


with all the information you gather. 


There are questions your applicant will answer well and 


others they will answer wrong. But if you want to save your time 
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and spot the bad applicants right away, take a shortcut—there’s 
one question to ask: 


“Who are our competitors?” 


The question isn’t that difficult, and when someone answers 
it right, that doesn't mean a lot. But if they can’t answer anything 
meaningful, then ... NEXT! This is unforgivable in today’s day 
and age, given the access we have to so much information at our 
fingertips. Clearly, they haven't done their homework. So there's 
no need to waste any more of your time. Ask this question early 
in the process, and if they mumble some nonsense, just end the 
interview in a gentle way in the next five minutes or so. Once 
you acknowledge their carelessness, just respect your time. 
They're not interested in working in your company anyway. 


The Hire-Right-Away Question 


There's one question that allows you to learn a hell of a lot about 
an applicant. Actually it tells a lot about anybody. I suggest you 
ask this question to whoever you want to know more about, 
even to the person you would consider as a potential spouse! 
The thing I really like to ask candidates is what kind of 
ongoing education they've had or have planned. And I’m not 
talking about grades here. I want to know if they look to improve 
on a constant basis. Probe for details. Sometimes they've had 
training, or they’ve read books on the topic, or they’ve taken 
courses, online lessons, or whatever. Sometimes it was paid 
by their ex-employer, sometimes they financed it themselves, 


sometimes it was free. 
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It tells a LOT about how much they care about updating 
their skills. It also tells a lot about their state of mind: some 
people think they have nothing else to learn; they pull over and 
cherish their out-of-date knowledge forever. You want to avoid 
this kind of person. It sounds obvious, but you need people 
with a growth mindset in order to grow your business. 

I’ve found this to be CRUCIAL. 

People don't usually expect this question. If, however, the 
candidate can't answer or struggles to understand the ques- 
tion, they're not totally a lost cause. It might be that the person 
is somebody you need to train and upskill. If it appears that 
the person has a natural inclination to knowledge acquisi- 
tion, it’s likely you’ve just stumbled across a gem. I would go 
all-in and hire this person right away. Why? Because I’ve never 
been disappointed by the attitude of a person who's willing to 
IMPROVE —to the point where it’s become the #1 ESSENTIAL 
character trait I look for in an employee. 


Live Tests 


During your recruitment, you might come across what I call 
“professional candidates”. Those people are used to interviews 
and come across as slick and prepared, yet sometimes they end 
up being really average employees. 

That’s why in addition to the questions above, it’s always a 
good idea to give your prospective employees real-life tests— 
to see them in action. For example, if you have an open posi- 
tion that requires writing, give the prospect a writing assign- 
ment. Likewise, if you have an open research position, give 


them a research assignment. The key is to give them easy but 
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SPECIFIC things to do. You want to know how reliable and dil- 
igent they are. 

If you give somebody an assignment and they do a medi- 
ocre job, they're NOT going to magically start doing a better 
job when you hire them. If you’re hiring for a sales position, 
have the candidate talk you through a skill demo on the spot. 
As part of the exercise, tell the candidate something along the 
lines of, “I doubt your ability to learn the technical aspects of 
the product in order to make enough sales.” A good salesper- 
son would combat your remark with a quality sales pitch on 


why they could learn the technical aspects and why they should 
be HIRED. A weak salesperson would take the criticism and 
walk away. 

The selection takes care of itself. 

Regard the assignment or the live test as a benchmark of 
their BEST possible work, without (obviously) the training 
youre going to give them if hired. How quickly did they per- 
form? How accurate were they? Did they follow directions? 
You can learn a ton about prospective hires even from simple 
TESTS. When applicable, these tests can ACCURATELY pre- 
dict their future performance so much better than any inter- 


view question. 


Who Conducts The Interviews? 


Ideally, MULTIPLE people within your organization should 
interview prospective hires. This ensures that candidates are 
thoroughly VETTED with regards to both job competence and 
fit within the company’s culture. The bigger your company, the 
more important it is to hire someone who will fit with your 


business’s culture. 
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Probationary Period 


Despite the soundest recruiting and interviewing processes, 
there’s still a risk that an individual could be a poor fit. There's 
an easy way to identify that. Ask your new employee the fol- 
lowing, from the very first day, to SEND you an email with the 
following information, every day: 


1. What did you get up to today and what results did 
you get? 

2. What problems arose? 

3. What questions do you have for me? 


If the person doesn‘ send it to you every day but performs, 
then fine! If the person sends it to you every day but doesn't 
perform, there might be a resource problem or a communi- 
cation problem. Something that you can easily solve. If the 
person doesn't send it to you every day and doesn't perform: 
RED FLAG. 

Within a couple of weeks you'll know a lot about your new 
recruit: if they’re curious, how they handle challenges, what 
they perceive as problems, if they're on time, and so on. 

Here's what to look for in your employees to know how to 
handle them: 


e Integrity (with the brand, with you, with your firm). 
e Spirit (how they get along with the group). 
e Results (be efficient and consistent). 


If a new hire has spirit and delivers results but lacks hon- 
esty, keep them at middle management level. Certainly don't 
promote them to the top. If they have only integrity and are 
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able to deliver results but an inability to thrive in a team, find 
them a job where they can work independently. If they have 
integrity and spirit but produce average results, find them a role 
in a supporting function such as customer service, support, or 
accounting. If one produces results but doesn't fulfill the other 
criteria, hire them as a contractor. 


2-Empower 


In most companies, employees’ minds are focused on one thing: 
how to avoid looking bad. How sad it is when people’s abilities 
are dormant because of emotional insecurities? But it’s not only 
about that. Believe it or not, the number one reason employ- 
ees fail to perform their duties is that they don't always know 
EXACTLY what needs to be done. 


The five-word phrase you want 
your employees to be guided by 
is: what needs to be done? 


Gilbert’s Law tells us that the biggest problem at work is 
that no one tells you what to do. You must clearly define their 
job duties and how they will be measured what you want each 
of them to get done, and by what due date. It should be summed 
up in a paragraph or two. 

Ensure that every employee knows the what, how, when, 
and WHY of their job. 

Keep in mind that, most of the time, employees dont 
deliver because they don't really know what is expected of them. 
So make sure they know what great results look like, and have 
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them review their most important goals (between two and four 
goals) by spending a few minutes each day on them. 

Moreover, share the context and the intention behind the 
directives with your people, so that when chaos ensues, they 
still know what to do even if they lack direction. 

Give clear guidelines, provide the right resources, a time- 
frame, and GET OUT OF THEIR WAY! 

In addition, have each employee pitch you a plan to improve 
their function or service. Look for ideas and get them engaged. 

That’s how you'll get them to appropriate their job, make it 
their own thing, and find their respective place in your organi- 
zation. Winning as a team is the most rewarding feeling you can 
have as a business owner. Winning as a team is when the energy 
comes from THEM, when your people are growing, individu- 
ally and collectively. 


Timeframe 


Regarding the timeframe, it’s helpful to remember Parkinson's 
Law: work expands so as to fill the time available for its comple- 
tion. It means that the actual amount of time that a task takes to 
be completed will never be less than the projected timeframe. 
Work and time interact with each other as smoke does in space: 
it takes up all the time and space you give it, but if you give less, 
it fits all the same! 

By all means, apply it to your employees, but test this law on 
yourself first. Compact your deadlines, and see what happens. 
It forces you to focus even more on your task and get rid of 
the useless stuff. And when you get it done, you'll realize you 
underestimated yourself this whole time. 


64 


CHERISH YOUR PEOPLE 


Lead by example, because your people are watching you. 
Once you demand more from yourself, you earn the license to 
be demanding with others. But bear in mind that employees will 
rarely be as excited as business owners, so it’s unfair to demand 
the same standard from them that you would expect of your- 
self. It's normal for a business owner to do a task 5x faster than 
an employee: you have a supreme incentive—your grand vision. 

Being aware of Parkinsons Law is important. It’s a firm 
reminder to not let anybody abuse you with regards to allotting 
unnecessary timescales and creating lengthy project scopes. But 
DON’T abuse it either, and be mindful not to pile on too much 
pressure and expectation on the team. 

The general rule to keep in mind is that LESS control, not 
more control, leads to the highest results. In addition, it brings 
out the best in people, because that FREEDOM breeds TRUST, 
which delivers a higher performance. 


Always remember that people’s 
performance is their response 
to who they perceive 
themselves to be for you. 


If they feel good about themselves, especially when you're 
around, they'll produce great results. Most people want to do a 
good job. Whether they do it or not is simply a reflection of how 
they feel towards the one for whom they work—that’s YOU. 


2. SUPERVISE 


When your company grows, you need to know a little bit about 
everything. 


65 


THE 400-HOUR WORKWEEK 


This way, you can keep up with conversations with your 
accountant, your social media manager, your designer, your 
copywriter, anybody. 

You may not be the most proficient in each of these areas, 
but that in itself is a blessing: your goal is to work with people 
who are better than you on each of these crafts, but you know 
their areas of expertise well enough to be able to supervise 
their work. 

Give your employees succinct and honest feedback. The #1 
tool to inspire people to do a great job is to give them regular 
feedback on obtained results (coming from a credible author- 
ity). Employees—especially the best ones—are eager to know 
how they’re performing. Don't wait until the yearly appraisal to 
tell them what you think of their work. If not on a daily basis, 
talk to them about their work on a weekly basis, especially in 
the beginning. 

If something is wrong, here’s the easiest way to give them 


constructive criticism: 


“T’ve seen you do it right a thousand times and 
I know you can do this. You're doing great with 


» 


your [...], but you've got to [...]. 

To put them on the right track from the very beginning, tell 

them how well they’re performing, that is, as soon as the green 

shoots of their efforts appear. Your encouragement and praise 

will bring them towards the desired results, showing them how 

close they are from excellence, and how easy it is for someone as 
skilled as they are to carry on and deliver the outcome. 


This way, you're showing them how to manage themselves, 


because you want them to perform when you're not around. 
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Remember that while some employees will love you, your com- 
pany, and its culture to the extent that they would take a bullet 
to protect it, some others have their own personal goals and 
aspirations, which are the real reasons they work for your busi- 
ness—and that’s totally fine. Try to find out more about their 
personal wants and needs. Once you learn what makes them 
tick, that’s the key to motivating them. Seek to discover their 
hopes and dreams, but in a non-invasive way. 

Be transparent and patient. Cultivate trust, and sooner or 
later, you'll be able to build a bridge between their goals and the 
vision of your company. If you can’t, you might have hired the 
wrong person. 

Here, I’m giving you everything I’ve learned from very high 
achievers, and everything I practice in my own businesses. This 
has been my favorite topic, and a something I could talk about 


for an eternity, but let's move forward. 


KEEP YOUR BEST PEOPLE 


Lock in your top people either by giving them equity or a long- 
term incentive program. Here’s an example of what I’ve seen 


work really well: 


Let’s say you pay your employee a salary of 
$80k/year and a bonus of $20k/year. You tell 
them that you’re going to match the bonus and 
put it in a pool, and do the same the following 
two years as well. At the end of the third year, 
and only then, can the employee withdraw 
up to a third of what’s in there. At the end of 
the fourth year, they can withdraw what you 
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matched three years ago. And so on. If you're 
satisfied with their work, you keep matching 
their annual bonus, that is likely to increase 
each year, but they can’t withdraw it before 
three years. 


As a result, your cherished employee can see that there's 
always more money to withdraw, provided they keep working 
for your company. That’s for the financial part—which I believe 
is still the #1 factor which promotes retention, at least up to a 
certain point. For the remaining, here's a recap of what we must 


give our employees to keep them for the long-haul: 


1. SAFETY—they know their ideas and opinions will be 
respected and considered, even when they conflict with 
those of the rest of the team. 

2. CLARITY—they understand their roles and the roles 
of others, and the goals of the business overall. 

3. MEANING—they feel that what they’re working on is 
important to them personally. 

4. IMPACT—they believe what they’re doing will have a 
positive effect on the organization and the world. 


TRAINING 


To put it bluntly: training is the most underrated _man- 


agement tool. 
Fact: out of the hundreds of companies I’ve worked with, 


I’ve seen that the more often the employees are trained, the bet- 
ter the companies performed. I can tell you with 100% certainty 
there’s a correlation. In the greatest companies I’ve worked 
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with, all the employees received ongoing training, not only 
during their onboarding process but on an ongoing basis, for 
EVERYBODY! 

Your employees must go into training sessions on a regu- 
lar basis, whether it’s one hour per week, two hours per week, 
or four hours per month. All the employees, whether it’s the 
assistants, the sales people, or the customer service need to 
undergo training. 

Give your people your core material regularly and let them 
digest it. If what you want them to learn is something they 
have to remember for their day-to-day operations, give them 
the same training CONSTANTLY, but just switch a couple of 
things around so as not to make it boring. You need to rein- 
force the core concepts that you want them to apply, whether 
its methods, practices, scripts, processes, reflection. To repeat is 
to RELEARN, which is ten times more powerful than to learn. 

Skills can be improved, but ONLY by constant repetition. 
So make these training sessions mandatory. Think about it: 
how did you learn to drive? How did you learn martial arts? 
How did you learn to play the piano? How did you learn to 
throw that damn ball in the basket? The answer is always the 
same: REPETITION. 

You have to update their knowledge because things move 
so fast. Only those who are highly prepared and highly special- 
ized survive. They must know their job like the back of their 
hand. With each time session, they get closer to mastery. 

If you already have employees and you implement ongo- 
ing training and repetition of the same material again and 
again, your employees will show some reluctance. As for your 


new employees, they won't show any resistance, as it’s just the 
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way it works in your company. But the beauty is that they'll 
finally thank you for this at the end, because only then are peo- 
ple really improving. Only then do people really come to learn 
their roles inside out. They become real experts, and they'll 
enjoy it even more. 

As a bonus, your retention rate will increase. So not only 
will you have better employees, but you'll keep them longer, and 
your reputation in the marketplace will improve. 

Remember salespeople who worked at Xerox in the 1970s? 
They all went through exhausting and regular mandatory 
training, but they were the most sought-after salespeople in 
the world. 

TRAINING is your answer to productivity problems, as a 
hard-working visionary leader. Lazy, short-sighted, greedy bas- 
tards think that FIRING is the answer to everything, despite 
never even trying to put their employees in adequate conditions 
to succeed. Ongoing training is proactive. It PREVENTS prob- 
lems. It keeps your company in shape and prepared, regardless 
of outside influences. 

There are no emergencies in my businesses. Depending 
on my mood, I laugh or I deeply sympathize with business 
owners who spend half their time putting out fires on a daily 
basis. One of the reasons for that is precisely because my people 
are trained on a regular basis. I confess that training is much 
harder and less fun when everybody’s working from home, 
but it remains doable. But there are benefits to that too, which 
technology affords: for instance, being able to record training 
sessions allows the trainee to rewatch the content over and over 


again without the trainer being present. 
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Again, one training session per year isn't enough: some 
basic learnings will embed, but most will be soon forgotten. It’s 
your RESPONSIBILITY to set up at least a couple of hours per 
month training, or two hours per week, or half a day twice a 


month. You get the point. 


If 5% of your people’s time is 
dedicated to training and upgrading 
their knowledge, you’1l systemize 
EXCELLENCE in your company. 


By the way, don’t think that knowledge is power, as so many 
often proudly state these days. Knowledge is not power. The 
USE of knowledge is power. You must first understand this dif- 


ference to change your behavior. In addition, you must high- 
light this difference to your people if you want them to change 
theirs. Train them to learn AND to apply what they learn. 

The important thing is not to know, but to BECOME. People 
hear something that they’ve already heard and say, “Yes, I know 
all that,” and yet they don't delve deeper and fail to evolve. Until 
we LIVE what we know, we never really know for certain. If it 
doesn't transform us, knowledge is useless. If you don’t apply 
what you learn, you haven't learned anything. The meaning of 
LEARNING is to change a behavior in your life. 


FIRING PEOPLE 


Firing is the least exciting thing to do when you own a business 
because it’s the acknowledgement of a failed relationship. 

I’ve never owned a business large enough not to be aware 
of somebody being fired. Therefore, I was always involved in 
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the firing decision, and this isn't something to be taken lightly. 
We're talking about the financial, professional, and social life of 
a fellow human being and their impact on other human beings’ 
lives who depend on them. 

It's about choosing the least damaging solution, and this 
is your duty as a business owner, so don’t avoid it. Don’t hide 
behind your managers. If you feel bad about firing somebody, 
think of all the problems this person may generate among your 
employees, clients, suppliers, partners ... You're taking the risk 
of making other peoples’ lives miserable! 

If you still feel bad despite giving this person several warn- 
ings, give them three to six months’ severance. If you keep this 
person, you'll waste months of paying them for nothing anyway. 

Similarly, if someone in your organization isn't willing to 
improve themselves daily, this is a red flag: at some point, you'll 
have to either handle them or get rid. 

Shoot the dogs EARLY! If you spot a complainer, fire them 
right away. Complainers are like thieves, robbing you and your 
company of its good energy. Your whole team’s outlook will 
shine brighter once you're rid of them. 

You hire people for their attitude, so you'll also fire them 
for their attitude. You can't afford to keep a whiner within your 
walls. For the sake of the other employees, you should hire slow, 
fire fast. 


MICROMANAGING 


Of all the most annoying things a person can do to inhibit the 
growth of your business, the MICROMANAGING of employ- 
ees is the worst. Being too involved in the hiring and training 


of people who don't report directly to you is a bad allocation of 
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your time. You'll almost certainly be involved in the hiring of 
the first twenty people who join your company, because (1) it’s 
a critical time and your first hires are, to some extent, cofound- 
ers, and (2) you're building your business's culture with them. 

After some time, you'll have to delegate this work to your 
managers. They know exactly who they need. Just supervise the 
process, but don't be the one who runs the interviews from A 
to Z. You have the final word, but keep them accountable for 
the whole work. Your job is to SUPERVISE your people's job. 
Apart from the first twenty people, the only time you'll have to 
be closely involved in the hiring process again is when you hire 
someone who will report directly to you. 

Train your people the right way, give them clear guidelines 
and criteria, and let them recruit the people they know they 
need. People don’t want to be managed, they want to be led. 
Have you ever heard of a great political manager? No. Ora great 
religious manager? No. A great political leader? Yes! A great 
religious leader? Hell yes! So be a great leader: lead by example. 
Be a model that others can follow. 

Micromanaging is the extreme close supervision of other 
people's work. Not only does nobody like it, but it also harms 
your company for two reasons: this isn’t the best use of your 
time, and this is not the best use of your people. If you're the 
one who makes the final decisions on absolutely everything in 
your business, then youre prioritizing too many small things. 
This is the downfall of the perfectionist. As a consequence, 
youre not only wasting your personal time, but your team can't 
develop their skills and grow. 

The only reason why micromanaging is not on the no-value 


task list is because you do get some results, or should I say 
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MICRO RESULTS. They are very short term, and most likely 
harm your business in the long run. By micromanaging, you're 
killing your employees’ initiative and creativity. Besides, when 
you micromanage, who’s actually in charge of the job? Who will 
answer if anything goes wrong? Who will reap the rewards if it’s 
done successfully? Nothing is clear there. 

Managers get the people to do what needs to be done. 
Leaders get the people WANT to do what needs to be done ... 
and get it done. Guess how people work better ... when they’re 
FORCED to do something or when they're EAGER to do some- 
thing? As a leader, you must give your people the WHAT, and 
let them figure out the HOW. Nobody wants to be microman- 
aged, and yet in this day and age so many people are. Nobody 
wants to be the micromanager, and yet the same still holds true: 
so many people are. 


You're a micromanager if: 


— You keep doing or re-doing (entirely or partially) low- 
value tasks by yourself. 

— You don’t delegate anything because it takes too much 
time to explain how to do the task. 

— You don't have time for high-value GOLDEN activities. 

— You talk the most at every meeting with your team. 

— You want to be copied in on every email. 

— Your people never give you new ideas. 

— You feel like your people aren't engaged with your 
company. 

— Your people quit. 

— You feel overwhelmed. 
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By the way, feeling overwhelmed 
is not the result of having too 
many things to do, but rather 
NOT KNOWING what to do next. 


Just break your activities down into smaller tasks, and 
you'll be like a CHESS PLAYER: whatever the situation is, you 
ALWAYS know what to do next. 

You get the point. Managers do things right. Leaders do the 
right things. Managers climb the ladder fast. Leaders position 
the ladder in the right place. You’re a leader. Show your people 
the way, and get out of their way. Otherwise, here’s what hap- 
pens: you ingrain in your people the wrong habits, and they 
come to you for anything and everything, because they know 
youre the one who wants to control it all and doesn’t let them 
take the initiative. If that’s you, don't be surprised to be inter- 
rupted at your door every half hour by your employees, or each 
time you run into one of them in the corridor. 

I have to confess—I’m naturally a perfectionist, which in 
itself automatically goes with micromanagement. In the begin- 
ning, it was hard for me to adapt. After I received people's 
work, I always re-worked it to make it better, which meant that 
instead of one person working on one specific task, there were 
ALWAYS two people on the same task. Talk about productiv- 
ity ... Nevertheless, I had to get over it and accept that, some- 
times, a job done well enough was enough. Once I learned to 
train my people, it was more satisfying, and they all improved 
over time. 

Hence the importance of working with people who want 
to sharpen their skills, AND the importance of training. Until 
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they get trained, you still have to let them make their mistakes, 
and the job will never be perfect. That’s how it works. 
I know it hurts: that’s called growth. 


MENTORING 


Nothing is more rewarding than passing on your rock-solid 
knowledge and seeing the transformation in other people's 
lives. But first, let’s establish what a mentor is. The dictionary 
states that it’s, “a wise and trusted counselor or teacher.” To me, 
being a mentor is being able to inspire and influence someone 
else in a positive way—at least in one area of their life. Being the 
mentor means being the guide. 

Once you reach the 7-figure stage, you're ready for that, at 
least from a business standpoint. You've grown your company 
to seven figures, and youre on your way to eight figures. The 
time has come. Don't hold knowledge to yourself. As a men- 
tor myself, I know there's no grandstanding or power plays that 
benefit you as a result of keeping your cards close to your chest. 
Your ego doesn’t need this kind of crap. The greater your ability 
to mentor, the more confident you become. If you lack confi- 
dence, your mentee will lack commitment. Lead with certainty. 

Look at the people in your business and around you. Given 
the success you've experienced at this stage, you'll easily find 
people who would gladly be mentored by you. But don’t mentor 
just anybody. Your time is precious. You want to invest in the 
right people and be sure to not waste your time. 

Here are the steps to follow: 


1. Choose the right mentees. What you want to find in 
a mentee is the WILL to learn. Remember, learning 
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means to put a new theory into practice, that is, to 
CHANGE BEHAVIOR. 

Be available on a regular basis. Mentees rely on you, so 
don't disappear for months or they'll feel betrayed. 
Mentoring is not only passing on your skills, it’s also 
about providing emotional support, if the need arises. 
Be empathetic and supportive. Encouragement means 
a lot to mentees. 

Give forthright feedback. The kind of person you've 
chosen is eager to make a huge leap in life, so they won't 
mind honest feedback. Actually, that’s what they’re 
looking for. 


Mentoring people is the icing on your cake. 


“Everyone to whom much is given, 
from him much will be required.” 


I guess you know who said that. 


What if you spent your entire life bringing several busi- 


nesses to eight figures but never shared your expertise with 


anyone else? To quote Abraham Lincoln: “Nearly all men can 


stand adversity, but if you want to test a man’s character, give 


him power.’ What will you do with your power? History shows 


us that power leads to ABUSE of power, then to LOSS of power, 


unless it’s to SERVE people. 


Mentoring is the key to creating a lasting legacy. Be an 


achiever by helping others succeed. Your goal is to bring them 


to where you are, and above if possible. If they surpass you, 


that’s your ultimate reward. 
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NEGOTIATION—WITH 
CLIENTS, BANKERS 
AND PARTNERS 


For some reason, this is always my clients’ favorite chapter. It 
tells me that business owners really like the moments when the 
stakes are high, and that they would like to improve their skills 
in this area. 

Let’s define the keyword from the title. What do I mean by 
upper-level? It obviously depends on where your business is on 
its growth journey. Let’s take it from the beginning: The key 
to_ productivity is saying NO to most activities. Always keep 


this in mind. At the launch of your business, you'll also spend 
your time dealing with nonessential contacts in meetings and 
phone calls, as long as you don't earn enough money to delegate 
this task. 

My goal is to distinguish the people I must spend my time 
with from the others, whether that be meetings, calls, or online. 
So how do you separate the wheat from the chaff? A couple of 
years ago, Michael, one of my business owner clients who, at the 
time, led a $75m conglomerate told me a tip he used, to ensure 
the people he met were worth his time. 
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“The people you consider speaking to or exchange mes- 
sages with are worth your time IF you think the result of the 
interaction can lead to at least a 10% increase in your revenue.” 
He added, “You have to place the cursor somewhere.” 

I appreciated Michael’s advice. I’ve even used it. But I per- 
sonally apply another method. The growth of your business 
gives you a clue about what your personal time is worth, but 
here’s the universal truth: wherever you are, if the interaction 
results in you changing substantially something in your busi- 
ness—hiring (personally), expanding, moving, increasing— 
that’s an upper-level negotiation. 

If NOT, that’s nonessential contact. Not necessarily a total 
time-waster, but nonessential. Youd probably be better spend- 
ing your time with somebody else or on something else, unless 
you don't have any other project and you need cash. You can 
choose either Michael’s approach or mine: in either case, at a 
certain point in time, it’s not your job to deal with your small 
day-to-day customers. Your focus is needed elsewhere, on high- 
and super-high-value activities. 

In the beginning, let’s say for the first couple of months, you 
may be the one who answers the phone all the time, meets the 
clients, answers all emails. We've all done it. But DO NOT keep 
doing this if you have the capacity to delegate it. 

Hire or outsource, but DELEGATE it so that you can con- 
centrate your efforts on relationships that really count. You 
might handle nonessential contacts personally until your busi- 
ness reaches the 6-figure threshold. After that point, it makes 
financial sense to put this task on someone else’s to-do list, 
whose hourly rate is much lower than yours. As your business 
grows, more and more people will want to meet you or talk to 
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you. As your business grows, you must protect your time better 
because it becomes more and more valuable. 

When you grow a company, the biggest threat to your 
energy, money, and time will be tire kickers, toe draggers, free- 
bie seekers. They waste your time on the phone, face-to-face, in 
your mailbox, everywhere. One of the main aspects of your job 
is to avoid them. 

Remember when you started your business: you were 
probably afraid of being rejected, when presenting your offer! 
Beginners often have this fear. Seasoned business owners have 
long past this stage. We realize that to build a solid business, 
WE are the ones rejecting time wasters and people who aren't 
serious, are undecided, or are unprepared. 

Guard your time like it’s the most precious resource you 
possess, because IT IS. 

To know which meetings are worth your time, remember 
the universal truth: if the outcome forces you to change some- 
thing in your business (hire, change, expand, move), that’s an 
upper-level negotiation. When the stakes are high, who else 
other than YOU can handle an upper-level negotiation? Who 
else other than YOU believes that your business is the greatest 
thing to have happened to humankind? Who else other than 
YOU stands for those values you founded your company on? 
Who else than YOU is THAT proud to offer this product or ser- 
vice that they wouldn't exchange it for any position in the world? 


THE HOW 


It's your job to handle these negotiations ... and to WIN 
them. I have sat through hundreds of negotiations with high 
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achievers, and I’ve finally designed what has become my 
TRIDENT blueprint. 


(1) Rise up 


To be able to close big deals, remember that effective negotia- 
tors have a style those whom they’re trying to influence, relate 
to, and admire. In a nutshell, people are asking themselves: “Is 
this the type of person I want to do business with?” 

Your approach and manner count for more than the actual 
content of the discussion. So how do you nurture and develop 
this style? Whether you talk to your banker, your partners, your 
prospects, or clients, you don't need them. You are giving them 
an opportunity because you KNOW your services or products 
are gold. 

If you dont believe in this statement, you have a problem. 
You must first work on your products or services to be con- 
vinced that what you offer is the single best thing since slice 
bread. If not, what do you expect? If you wouldn't be able to 
sell your own brother or sister the product or service you're 
selling—given that they need this kind of product or service— 
youre a crook. 

If you dont believe in your product or service, don't expect 
anybody else to. You wont be able to scam people. And if you 
do, it won't last. Especially today. People can spot scammers and 
liars in seconds. We just feel their presence. To be compelling, 
you must be convinced in what you're saying. That’s the transfer 
of emotion you may have heard of already, and you cant transfer 
something you don't have. That’s the first rule of the negotiator. 

There are two kinds of people: 
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— Those who NEED others (people usually run away 
from them). 

— Those who DON’T need anyone (people naturally fol- 
low them). 


Well-being and confidence are attractive. Dependence is 
not. It’s akin to weakness. Confidence is what allows you to be 
admired by your employees, your clients, your partners, and 
your competitors—and your spouse ... which is the icing on the 
cake. Confidence comes from being 100% certain of the quality 
of your offer. 


It’s always more about what you 
CONVEY than what you say. 


That’s the Clint Eastwood effect. His character in mov- 
ies never says, “I’m tough; I’m strong; I’m a badass.’ But you 
KNOW ina matter of seconds that he is tough, that he is strong, 
and that you can count on him to kick your ass. 

It’s all about what’s IMPLIED in the words you say. 


(2) Be unpredictable 


Offer something new. And I’m talking about YOU, not your 
business's offer. Be someone they're not used to seeing; don’t be 
just another forgettable supplier of stuff. Be original, especially 
in the beginning of the encounter. Don't be afraid to be different. 
Take radical stances and adopt contrarian opinions. It works. 
During your negotiations, the crocodile brain—the most 
primitive part of our cognition—of the person in front of you 
is slow to process details, especially in the beginning. If what 
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you convey is complicated (with abstract jargon), or if it’s the 
same crap as others, their brain will label you as boring, lame, 
business as usual, lifeless. Your message must be recognized as 
something new and positive. 

Our brains are lazy and tend to label people as soon as pos- 
sible. Our brains are exposed to millions of messages every day, 
so they’re wired to ignore or at least spend the least amount of 
attention on a particular subject, on a message, or on a person. 
If your message is close to what they've guessed, they will men- 
tally check out on you, because all they'll do is wonder how 
similar your idea is to something they already know. As soon as 
they solve the puzzle and see the whole story, they'll drop out. 

The human mind is a peculiar engine. When we gauge a 
person and they slip out of our grasp, they're beyond our con- 
trol: that’s when we consider this person important and come to 
admire them. But when we see that we can control this person, 
and that we can frame them, then we’re not interested in them 
anymore. “Thank you, next.” 

The human mind causes people to chase what moves away 
from them. There are a lot of parallels which can be drawn with 
dating: whos the prize? Whos chasing whom’ It’s up to you to 
take control of that dynamic. How? By being different. First, 
acknowledge that YOU are different. So too are your ideas, your 
message, what you convey, everything. Give new information, 
so their crocodile brain is stimulated with curiosity, excitement, 
desire. Violate their expectations, in a pleasant way. Do so with 
new ideas, metaphors, bright and short slides, and product 
demonstrations. 

As for your offer, make it exciting and different as well, 
but not too much, or their interest will start to decline. If it’s 
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something totally unusual, they'll feel unsafe. People’s brains 
can't process too much novelty, and they then tend to step back. 
As far as I’ve seen, very few business owners offer something 
truly different. Business owners tend to take fewer risks and do 
as others do. But I won't insist on that at this stage. 

Being too different is hardly ever a real problem, but it’s 
important to stand out personally, especially in the beginning of 
the encounter. Then, as the negotiation advances, stay different 
and offer something new—but not so much as to alienate them. 

Just remember that there are no others like you. Out of eight 
billion people, you are unique. I’m not just talking about your 
appearance but about your ideas too; not to mention your will, 
your values, your story, your projects, and all the things you are 
made of. Most people have the popularity contest mindset and 
are often seeking to please others—to be like others. Those peo- 
ple will always be failures, because they try to please everybody. 

In forgoing your prerogative to be yourself, you condemn 
yourself to a life akin to that of the people pleasers ... a clone. 
That’s the worst mistake anyone can make in their life: to relin- 
quish their identity. 


The harder you try to fit in 
to the social scene, the lower 
your social value becomes. 


If only teens understood this, that would change their 
whole lives. Yet, some people hold on to this illogical paradigm 
their whole lives. 

There are so many benefits just to being yourself. People 


who are true to themselves, whose exterior (words and actions) 
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is in harmony with their interior (thoughts and emotions), 
THRIVE to the point that they become unstoppable! They take 
up all the space, and their world gravitates towards them. 

By the way, we're touching here on the real definition of 
charisma: those who appear to be exactly as they are on the 
inside; those who are exactly the same regardless of their envi- 
ronment, whether they’re alone or surrounded with people. Just 
showcase your values and beliefs, and stick to them no matter 
what. These are the people who have the most influence. Think 
about Steve Jobs or Donald Trump: these people are possessed 
by their own thoughts! They are utterly convinced, and so they 
find it easier to convince others, and finally, they end up win- 
ning the popularity contest—which, of course, they don't give 
a shit about. It’s one of the paradoxes of human nature: that 
people value what they can't have, and they admire who they 


can't become. 


(3) Own the conversation 


Whoever you happen to be negotiating with, whether you're the 
buyer or the seller, you set the agenda. First, you set out what 
will be discussed and in which order. You decide when the sub- 
ject is closed, and you decide when to jump on another topic. 
You ask questions, and you decide if the answers are adequate. 
When they ask you questions, feel free to reframe the question 
or to answer with a question. You are the one who ends the 
conversation. 

Let me tell you a secret that will shift your paradigm for- 
ever, one which I learned from a man called Patrick, who I’ve 
seen in action so many times, and someone who I consider to 


be the best negotiator in the history of negotiation. And even 
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that’s an understatement; he was more than that: he was a stu- 
dent of human psychology—of how people think. 

His considers that if you answer people's questions, you 
become framed. It’s as simple as that. For him, as soon as 
you answer people’s questions, you are in the reactive mode. 
Nobody can achieve anything meaningful if they don't switch 
on the proactive mode. 


By their very nature, questions 
induce possible answers and 
guide the conversation. 


We believe that we are free to answer in whichever way we 
choose, but we are already constrained and limited by the ques- 
tion. We are in a position of dependence, because our answer 
obviously depends on the question. Reaction means depen- 
dence. Action means freedom. 

Does it mean you should never answer a question? No, that 
would be nuts. But what you should do is practice rephrasing 
them, or answer by asking a question, or explicitly invalidating 
the question by refuting its assumption, or by not answering at 
all and taking over the discussion. That reminds me of the first 
time I saw Patrick in action, carrying out one of his signature 
moves, which I’ve since took to calling the minus 10° effect. 

He was my client, and he was looking to sell his business, 
so I found him some people who were interested. As soon as we 
sat down (in Patrick's office, of course, to keep the upper hand), 
the potential buyers uttered their first question to my client: 


“So, why are you looking to sell your company?” 
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To which Patrick answered with perfect timing: “I’m not 
looking to sell my company.’ 

From there, we took over the conversation, flipped the 
table, and redefined who was chasing whom. Indeed, Patrick 
wanted to sell his business, but he didn’t want to give them the 
upper hand by acquiescing to their first statement, that is, by 
answering a question which he considered to be oriented. He 
wasnt afraid to cool down the atmosphere of the room by 10° 
in one second. 

During our debrief, he told me: “They tried to knock over 
my queen in their first move! IfI didn’t reframe them, I would've 
been disarmed during the whole game.” 

It might sound radical (and it is), but think about it: who 
holds all the cards during a police interrogation? It’s not the 
suspect. So don't fall into that trap ... unless you're Keyser S6ze. 
Keep this in mind because it’s a subconscious play. The master 
negotiator I learned it from always gets what he’s looking for. 

Sometimes, it’ll be hard because you're not the only one out 
there who wants to own the conversation. But hey! It’s a nego- 
tiation, and having a high octane conversation isn’t necessarily 
a bad thing: when two mavericks come together, they collide. 

It’s survival of the fittest, and the stronger frame remains. 
Sometimes it’s fierce, but most of the time, it’s smooth and 
you ll take control of the frame. You don't need to be confronta- 
tional; you might use an accommodating tone and deliver your 
truths gently ... Remember the iron fist in a velvet glove, and 
be respectful. 

Practice this and it'll become second nature. 


88 


HANDLE UPPER-LEVEL NEGOTIATION 


You’11 love negotiation. It’s 
thrilling; it’s a game; and you’re 
going to have the time of your life. 


If your counterpart is as tough as you are, you'll earn their 
utmost respect. Alpha negotiators recognize each other. 

You'll be remembered as dangerous, and people like to do 
business with dangerous negotiators. Some negotiators are bold, 
but lack competence, while some are very skilled but have too 
much fear. To be both bold and skilled is to be dangerous. Even 
if people don't get what they want during their negotiation with 
you, they'll be impressed. They like the interaction with you 
just for the experience: they learn by watching you in action. 


WHAT NOT TO DO 


You fall into the other person’s frame by: 


— Reacting instead of proactively owning the conversation. 

— Justifying your opinion. 

— Answering their questions without questioning back or 
reframing them. 

— Acknowledging what they say, whether physically or 
verbally. 

— Seeking validation. 

— Complaining. 


— Beon the defensive. 


Now, you might have other sales techniques that work, but 
as Oren Klaff states in his book Pitch Anything, sales techniques 
are mostly there for people who have already lost the frame 
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collision. Most of those who need sales tricks and tips already 
are at a point where they need some help to try to do business 
from a weaker standing. 

Usually, the kind of sales technique I hear about is either 
useless stuff such as “smile, be excited”, “acknowledge what they 
say’, “mirror your counterpart’s behavior’, and all this kind of 
crap; or obvious things such as “listen carefully’, “look in their 
eyes when you talk’, and “be on time”. 

Iam not a fan of so-called sales techniques or tactics. I pre- 
fer to give you the big picture mindset of the trident strategy: 
Rise up. Be different (I say unpredictable just to be different). 
Own the conversation. 

Now youre really dangerous. 

That's all you need to win the negotiation when the stakes 
are high. The remainder is mere detail. When the stakes are 
NOT high, you don’t go into those meetings; you send your 
people in there (but not without the proper training). Share 
your skills with your people, so they stop their “smile and be 
nice” crap. 

People I’ve shared this strategy with over the years have 
seen their lives change, including those who hated negotia- 
tion. It helps that there’s no corny tactics or outdated tricks to 
remember, just a simple shift in your mindset. 

The key is to negotiate from a HIGH-STATUS position. 
Without high status, your message won't be heard—regardless 
of your idea, logic, flow, technique, and execution. If they don't 
believe you're a high-status individual, they won't pay atten- 


tion to you. 
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HIGH STATUS—DIRECT EFFECT 
OF THE TRIDENT BLUEPRINT 


There are three criteria to evaluate a social status level (apart 
from apparent wealth): confidence, popularity, and power. 


1. When you rise up, it gives you CONFIDENCE. People 
are impressed by a confident person. 

2. When youre unpredictable, it gives you POPULARITY. 
People admire a popular person. 

3. When you set up the frame, it gives you POWER. 
People follow the lead of a powerful person. 


This is a concept I’ve personally constructed over time, 
after seeing how my wealthy contacts were handling negotia- 
tions, and above all, by applying it myself. But very few of my 
contacts practiced all these elements at a top level. So by using 
only one or two of them, you're already among the best negoti- 
ators. In mastering ALL three aspects, you'll leave an indelible 
mark and quickly notice the result of the trident effect: with 
your triple advantage, you set yourself apart and among the 
0.1% top negotiators. 

It's worked for me, and it'll work for you in any kind of 
negotiation—and also in your personal life. Now that you have 
the three ingredients, just practice and refine it. These negoti- 
ation strategies allow you to communicate below the surface of 


people's consciousness. That’s precisely where it’s all happening. 
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THE 4-STAR TACTICS 


While it might not be the primary purpose of this book, I also 
want to mention four tactics I use regarding effective negotia- 


tion and closing. 


First: create options for yourself. In negotiation, the one who 
has the best second option wins, that is, the person who can 
afford to care less. Whatever you negotiate, you must always 
have different options to choose from. If you don't, you're in a 
weak position. You're not negotiating, you're bluffing. 


Second: decide in advance how far youre willing to go, and 
stick to it, because the heat of negotiation could push you into 
giving away the store. All seasoned negotiators do that. That's 
why I’m giving you another weapon: disturb your opponent's 


calculations and bring something new to the table, something 
that they haven't anticipated. This way, they'll be susceptible to 
conceding more, because they'll have lost their mark. 


Third: contrary to what most sales experts tell us, make the first 
offer. It anchors the discussion. You don’t want to be stuck in a 
STALEMATE. The final outcome of a negotiation is influenced 
by who makes the first offer. For instance, if you want to work 
out a deal to sell forty units of something, then anchor the dis- 
cussion to sixty units to begin with. That way, they'll view the 
number sixty as your expectation. It'll serve you well to artifi- 
cially inflate your starting position as it'll give you greater room 
for maneuver. If you end up selling only forty units, you'll still 
be satisfied—since that was your initial goal—and they'll feel 
like they got a good deal. 
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It’s essentially a question of pride. Furtherance to the exam- 
ple above, if your opponent initially had twenty units in mind, 
saying it out loud definitely anchors them somewhere between 
fifteen and twenty-five. You can’t move them around like pup- 
pets, and it would certainly have been much harder to move 
them to forty units, mainly because they want to seem credible. 
The one who says the first number anchors the conversation. 
Seize that opportunity. 

The reason why other people don't like to make the first 
move is because it takes audacity. Everyone expects the other 
party to make the first offer, just to be able to stay in their 
comfort zone a little longer, and not to risk offending anyone. 
During negotiations, I’m always the first to jump out of the ship. 
I’m the one who makes things uncomfortable for everyone all 
of a sudden. I make the initial effort, but once the negotiation 
range is anchored, it’s their turn to make the effort to move it 
elsewhere, and it’s much harder. 

That’s what I've always done, and it has always worked 


like a charm. 


Fourth: don't give away everything you planned upfront. Keep 
some cards close to your chest, and maybe even an ace up your 
sleeve. More often than not, you or your counterpart will dis- 
cover new pieces of information during the negotiation that 
will need a reassessment of the situation. You take something, 
you give something up. That’s why you always need to withhold 
some ammo. People are happier to find $20 bills on five consec- 
utive days than a $100 bill once. We like good news spread out. 
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FINAL THOUGHTS 


The three pillars which I base my negotiation teaching on (con- 
fidence, popularity, power) are adaptable regardless of your 
temperament. They can fit any personality: you can be very 
talkative and loud (extravert), or you can be quiet and calm 
(introvert). It doesn’t matter. Whatever your temperament is, 
this negotiation strategy works because it gives you the right 
substance and the right content. It's up to you to add your 
own style. 

Everything I mentioned in this subsection to win a nego- 
tiation works at least in the USA and in France—where I’ve 
personally tested it. I don’t know how culturally different nego- 
tiation is in other parts of the world, but the main point is that 
with upper-level negotiation, being a super high-value activity, 
it’s your duty to handle them. 

That's how you optimize your time, by arranging meetings 
with the right people and being the kind of person they want to 
do business with. 

Apply it and share your experience right here in the 8 Figure 
World Facebook group, to sharpen your skills even more along- 
side like-minded people: 


facebook.com/groups/8figureworld 


Let me remind you of something obvious that peo- 
ple tend to forget: the better your marketing is, the 
fewer sales you have to close; and the better your prod- 
uct is, the less marketing you need. The product is so 
great in the last company I’ve invested in, that there’s no 
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marketing at all! If your product sucks and your mar- 
keting sucks, you better be good at selling because you'll 
have a lot to do to fill the gap. If your product or service 
is groundbreaking and your marketing is bold, the sales 
and negotiation part will be easy. 

What do I mean by bold marketing? In one word: 
unorthodox. Bold marketing is marketing that won't 
appeal to everyone; some will even hate it. It's when a 
brand decides not to reach out to everyone, and instead 
focuses on a particular, contrarian point of view. It res- 
onates with the niche, and it works. 

Marketing excludes, sales includes. 

One of the ways to scale a business is to do more, 
that is, more work to get more prospects and customers. 
Another way is to work less, have fewer prospects but 
BETTER prospects, and ultimately find better clients 
and better employees (which usually goes hand in hand 
with raising your prices and delivering a great product 
or a high level of service). 

What I’m talking about in this subsection is your 
personal aptitude to sell your vision in upper-level 
negotiations. It’s all about your inner self and what you 
convey: the lasting impression. That’s where the big 
game is played and where the big results are earned. But 
it’s NOT your job to handle the sales of your company. 
Train people instead. Put systems in place. With a great 
sales system, even an average salesperson can thrive. 


Great systems outsell great salespeople. 
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When you think about it, what I’m advocating with 
The 400-Hour Work Week method is for business own- 
ers to grow their businesses by doing less. By doing the 
most important things, you inevitably end up doing 
fewer things. Again, remember the 80/20 rule and work 
only on the 20%—the most important activities. That's 
the whole point of this book. 
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You have to know a little bit about everything. The goal is cer- 
tainly NOT to turn you into a bookkeeper but to become finan- 
cially literate. Understanding finance won't make you rich, or 
accountants would all be millionaires. But being financially 
illiterate will always be a disadvantage to your business. 

You need to understand how the game of business is played. 
In addition, you'll likely have to speak with finance partners 
(such as bankers, CFOs and accountants) on a daily basis, once 
you reach a certain point. 

Is there a difference between ACCOUNTING and FINANCE? 

Absolutely. 


Accounting = converting activities into numbers; the transla- 
tion of facts into figures; analyzing the activities and reviewing 


the detail on spreadsheets. 


Finance = converting numbers into activities; the translation 
of figures into facts; analyzing the numbers and telling the 
whole story. 
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Finance is the language of business. That’s why FINANCIAL 
ACUMEN is such a sought-after skill—way more than 


accounting. 


It’s easier to transcribe facts 
into a chart (accounting) than it 
is to interpret what’s happening 
in the real world, based on a 
given set of numbers (finance). 


That’s why private equity firms, investment bankers, and 
the people who work in the Mergers and Acquisitions industry 
earn big money, more often than not. Their aptitude to read the 
numbers, explain the past, and make projections allows them 
to make wise investment decisions. That’s how I’ve grown my 
businesses. When you have the skills in finance, everything 
becomes clearer and easier. Again, it’s the language of business. 


Lots of people can read the events, but very few people can 
read the numbers. Both accounting and finance are about the 
logic behind the business. That’s why it’s important to KEEP 
TRACK of all your financial documents such as invoices, credit 
notes, employment agreements, bank statements, and so on. 

People are rarely enthusiastic about finance and account- 
ing. I bet it has a lot to do with how business schools teach it in 
their tedious theoretical approach. Perhaps that’s also the rea- 
son why many accountants come across as boring. That’s what 
they've been taught to be. They've become a product of their 


environment. 
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Only 2-3% of businesspeople are financially literate. And 
2-3% is also the typical success rate associated with entrepre- 
neurship. Is it a mere coincidence? I don't think so. 

The game of business is simple. The economic value of your 
business is created by: 


— The way you use your assets to make a profit (generate 
more money than you spend). 

— The way you manage your business’s cash (otherwise 
you can go bankrupt—even if youre profitable). 


That's it. 

All the numbers, spreadsheets, key performance indica- 
tors, and ratios tie in with that. Like a pilot in an airplane, there 
are indicators you must keep an eye on—even when you're on 
autopilot. I won't show you all the details here (there are other 
books on that), but I'll share with you the very basics to help 
you understand your business's finances. We'll be reviewing the 
three major financial statements and the most useful ratios to 
analyze them. 

This isn’t an exhaustive list, and I’m not giving you generic 
accounting rules and principles. What I’m providing here is an 
opinion about what has worked for the successful companies 


Ive run and worked with. 


THE THREE MAJOR STATEMENTS 


>> Value is created with what you have: the ASSETS. What you 
have is somewhere in your balance sheet. 

Everything that you have is either financed by debt (liabil- 
ity), or belongs to you (equity). 
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It’s a snapshot taken at a specific point in time, at an exact 
moment or date. 

>> How your business is performing is visible in your 
income statement (also called the profit and loss statement). 

It shows how your business is doing in terms of sales, 
expenses, and profit (if any). 

It covers a period of time, not a specific moment. It could 
be a year, a month, a week. 

I recommend getting your income statement in four dif- 


ferent forms: 


— Indollars. 

— In percentage. 

— Indollars by customer. 
— Indollars by employee. 


You would refer to the first three on a regular basis, and to 
the fourth once every quarter. 

>> You can survive (for a while) if you don't make a profit, 
but you can't survive if you run out of cash. That’s why you have 
a cash flow statement. 

This one shows WHEN an action actually impacts your 
business's cash—at what moment in time a sale was actually 
charged and when an expense was actually paid. 

It covers a period of time, not a specific moment. It could 


be a year, a month, a week. 
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THE MOST IMPORTANT FINANCIAL RATIOS 
CURRENT RATIO 


Formula = current assets + current liabilities 


Among your tangible assets, three of them are called current 
assets, or short-term assets: your available cash in the bank, your 
accounts receivable, and your inventory. These assets are always 
in motion and are expected to be employed (used or sold) in a 
typical business cycle. 

Your other tangible assets such as equipment, real estate, 
vehicles, and furniture are called fixed assets or long-term assets. 

In addition to these, there are your current liabilities: that’s 
everything that your business should pay within twelve months, 
such as your accounts payable, or the amount of the long-term 
debt that your business will pay within twelve months. In addi- 
tion, there are fixed liabilities, which typically include long- 
term loans used to purchase major equipment, properties, or 
competitors. 

The current ratio tells you how many times you can pay 
your short-term debt by using your current assets. It means that 
if your result is 1.4, for each dollar of debt, your business has 
$1.40 in assets to repay it. 

The higher this number (above one), the greater the finan- 
cial position of the company. If you're anywhere below 0.5, your 
business might be at risk, unless cash moves very slowly in your 
industry or you have too much inventory. If you're above 3, 
youre probably playing it too safe and not deploying your cur- 
rent assets efficiently. 
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These are, of course, general rules, but there are exceptions. 
Talk with your financial advisors for a deeper explanation and 


context regarding your own business. 
WORKING CAPITAL 
Formula = current assets — current liabilities 


It compares the same numbers as previous, but it’s more 
concrete, since it provides you the result in dollars (or any other 
currency) instead of a percentage. 


QUICK RATIO 


Formula = (cash + accounts 


receivable) + current liabilities 


You do the same calculation as for the current ratio, but you 
exclude the inventory. 


CASH RATIO 
Formula = cash + current liabilities 


You do the same calculation as with the current ratio but 
you exclude inventory and accounts receivable. An efficient 
cash ratio is considered to be anywhere between 0.5 and 1. It 
means that if your result is 0.6, your company can't pay its cur- 
rent debt with the cash available ... which is nothing abnormal. 

These four liquidity ratios (current ratio, working capi- 
tal, quick ratio, cash ratio) are used to see if your business is 
at risk of not being able to pay its debt. You still might wonder 
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if a result you got for your business is a good or bad ratio. The 
best thing to do is to monitor it over time and to try to under- 
stand its direction of travel, its trajectory, and why it’s moved 


up or down. 
DEBT TO EQUITY (D/E) 
Formula = total liability + equity. 


Your business is funded by two main sources: owners’ 
equity and debt. This ratio tells you how much debt you lever- 
age to run the business. For most companies, the normal range 
is between 0.8 and 1.2, but debt is not necessarily a bad thing. To 
grow fast enough, your own capital is sometimes not enough. It 
means that if your result is 0.9 for a dollar of equity, your busi- 
ness has go¢ of debt. 

Using debt to finance assets is called LEVERAGE. 


RETURN ON ASSET (ROA) 
Formula = net profit + total assets 


You can find your net profit in your income statement and 
your total assets in your balance sheet. It means that if your 
result is 16, each $100 of an asset your company uses generates 
$16 in profit annually. Each industry is very different regard- 
ing how they use their assets, so there’s no golden range. Just 
monitor yours over time. If it’s growing and looks too good to 
be true, it might be that your business needs to renew its assets, 


and that an investment will be needed soon to stay competitive. 
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RETURN ON EQUITY (ROE) 
Formula = net profit + equity 


It tells you the profit that’s returned as a percentage of own- 
ers equity. If your result is 40, it means each $100 of equity your 


company uses generates $40 in profit annually. 
DAYS SALES OUTSTANDING (DSO) 


Formula = average accounts receivable 


+ (annual sales + 360) 


It measures how many days on average your company takes 
to get an actual payment for sales that were delivered. In some 
industries, the average is ten days, in others it can be 100 days. 
So monitor your business’s DSO and try to decrease it. The 
faster your business collects it, the more cash it'll have readily 


available. 
DAYS PAYABLE OUTSTANDING (DPO) 


Formula = average accounts payable 


+ (annual sales + 360) 


It measures how many days on average your company takes 
to pay for products or services that were delivered. This num- 
ber must be greater than your business’s DSO to maintain a 
positive cash flow. Don't be overly slow to pay your important 
suppliers though, or it might harm their trust and jeopardize 


future deliveries. 
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REVENUE PER EMPLOYEE (RPE) 
Formula = total sales + number of employees 
This ratio shows you the average efficiency of your employees. 
COST OF GOODS SOLD (COGS) 


Formula = opening inventory + (material + labor 


necessary to make the goods) — closing inventory 


It excludes your distribution or delivery cost. When you 
subtract your COGS from your revenue, you get your gross 
profit. If you don’t sell products, you don't need this one. 


OPERATING COSTS 


Formula = COGS + operating 


expenses + overhead expenses 
That’s where you put your distribution, labor, shipping costs. 
MARKETING COSTS 


Get it in absolute terms AND in % or revenue 

It may have ups and downs depending on your activity, 
your projects, your strategy. As long as it’s expected and under 
control, it’s OK. Personally, I devote 15 to 20% of my businesses’ 


revenues for marketing. 
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PAYROLL 


Get it in absolute terms AND in % or revenue 
You want to hire superstars, but you want to keep your pay- 


roll expenses under control. 


THE RIGHT USE OF KPIS 


Some of these KPIs might seem obvious, but even with all the 
above in mind, it’s still not an exhaustive list of all KPIs your 
business has; I’m just giving you the ones I’ve seen high perfor- 
mance businesspeople use the most. It’s up to you to dig deeper 
and find the most important ones for your business, the ones 
that will help you make the right decisions regarding your strat- 
egy. There are KPIs that I closely watch in one of my businesses 
that I don't monitor at all in another one. 

For each of these indicators, even if the number you get 
doesn't mean a thing to you for now, monitor it over time, and 
it'll all start to make sense, because you'll have a benchmark 
to compare it to. You can measure the trends and the relation- 
ship between a given set of numbers within a time period. 
That’s why we refer to these finance figures a scorecard. You 
can compare your numbers over time to see what your busi- 
ness needs improvement on and establish where your team is 
performing well. 

When you compare your numbers, ask yourself these 


questions: 


— Why the variation? 
— Was it expected? 
— Is it better or worse this way? Why? 
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— Is it where it should be? 

— What's the goal? 

— What needs to be done or changed? 

— Who in my team is responsible for that? 

— What kind of training needs to be undertaken to raise 


our performance? 


The most important thing to remember is that, over time— 
depending on your industry, priorities, and the growth stage 
of your business—you'll find that among all these figures and 
ratios, a handful of them (three to six) will warrant close mon- 
itoring. Measure and monitor the trends of the FEW critical 
drivers of your business, not the trivial many. Always keep in 


mind the 80/20 rule. 

Different indicators require different frequencies. For 
instance, your balance sheet and profit ratios ought to be mon- 
itored monthly or bi-monthly, while cash and revenue should 
be monitored a couple of times per week. Share your findings 
to the appropriate people, and make sure you hold yourself to 
the same standard. 

Keep in mind that the game of business consists of convert- 
ing ASSETS into CASH. 


You have ASSETS. Assets produce 
REVENUE. Revenue generates PROFIT. 
Profit converts into CASH. 


Let me reiterate: you start with some ASSETS—tangible 
(savings, inventory) or intangible (knowledge, connections). 
If you use your assets well, you'll generate REVENUE. If you 
manage your revenue well, you'll generate PROFIT. If you 
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collect your profit well, you'll generate CASH. Then with your 
cash, you buy other assets. 


Marketing indicators are also important, especially 
at the earlier stages. 


What's your projected increase in sales? 


How many clients do you need to reach 
your goal? 


How many quotes do you need to submit 
to get these clients? 


How many inquiries do you need to get 
these quotes? 


How many visitors do you need to get 
these inquiries? 


How many clicks/ads/phone calls/appointments/ 
networking events/speaking engagements do you need 
to close a sale, then to attain your goal? 

Regardless of the medium you use to make your 
sales, you need to know these numbers by heart, like 
the back of your hand. 

But once you hire a CMO, they'll take care of ana- 
lyzing and monitoring this data. The more you grow, 
the more you'll concentrate your attention on the 
macro KPIs. 
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There's a psychological shift that happens sometimes with peo- 
ple who reach their first million dollars in sales. If you’ve never 
made a million before, when you do, you may start thinking 
youre the big cheese. The symptoms go as follows: you for- 
get about modesty; you start to lecture everybody; you buy a 
Lamborghini; your main topic of conversation is you; every- 
thing revolves around money and possessions. 

Rest assured, that happens to a lot of people, especially the 
younger ones. Boys will be boys. 

The danger is not only becoming the most annoying and 
narcissistic person on the planet but also getting stuck at this 
growth stage forever. Or worse, to lose your mind and waste 
everything you've earned. People who get stuck at the low 7-fig- 
ure stage often have found their comfort zone where they can 
afford most of the things they dreamed about a while ago. They 
lose sight of their grand vision, and as a consequence, they 
lose control. 

How long do people get lost at this stage? It’s a question of 
maturity. You waste some time here and there along the way, on 
both a micro and macro scale—because you're human. You fall 
down and you get up: that’s the story of our lives. 

There’s a commonality for people who get out of there, 
though. Sooner or later, they realize it’s not just about them- 
selves, and not just about stockpiling cars and watches. Most 
ambitious people will keep growing their businesses essentially 
for one reason: social conscience. 

Nothing is impossible if you're also aiming for contribu- 
tion, sharing, and building. Nature is well made: if people fall at 


this stage and can't bounce back, it means there was too much 
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which turned their heads ... which means they've reached the 
limits of their competency. On the other hand, if you have what 
it takes to go further, you won't even feel the heat of the 7-fig- 
ure stage. 


III 


DELEGATE THE RIGHT WAY 


The more you climb the activity ladder, the less tactical your 
personal activities are, and the more strategic the activities on 
your schedule become. Let’s put it another way: most entrepre- 
neurs are making less than $100k/year. Some manage to build 
something sustainable and reach the 6-figure mark, but most of 
the time they’re still solopreneurs at this time. They don’t really 
own a business, they own a job. There’s nothing wrong with 
that. It’s just that they’re destined to remain at this stage for as 
long as they only count on themselves. 

Be warned: some stay there forever! They do make some 
money, but they can’t take off. There’s a ceiling they'll never 
burst through because there's only so many things one person 
can do. Then there are business owners who manage to pass this 
critical stage: they hit the 6-figure mark in revenue and their 
companies take off, because they start to delegate efficiently. 


What makes you succeed in the first 
place (your personal how-to SKILLS 
that allowed you to do everything 

you’ve done so far) is the very 
reason why you can’t grow anymore. 
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In school, we don't learn how to delegate. We do everything 
ourselves, and delegating is cheating. That’s unfortunately the 
state of mind that most people maintain when growing up, 
whereas delegation is vital for business owners, because you 
can't be everywhere doing everything. You need to conduct the 
orchestra. Unfortunately, school doesn’t teach how to be a busi- 
ness Owner. 

First, learn the difference between delegating down and del- 
egating up. 

>> Delegating down consists of choosing the right people 
to do the small things right. And I mean right. Not everything 
has to be perfect, so you can delegate those tasks to someone 
who might make some mistakes and won't get the job done as 
well as if you handled it yourself. But this simple delegation 
frees you up and allows you to move on to higher value tasks 
that will bring you closer and faster to your grand vision. 

It's true that the one who makes fewer mistakes goes 
faster ... to some extent. But there's a ceiling. They can’t go fur- 
ther, because they’re alone. I want to show you which road to 
take at each junction, to avoid any ceiling or dead end, to help 
you realize your grand vision faster. 


The ultimate goal of delegating down is to allow yourself to 


work on higher value tasks. 


>> On the other hand, there are things for which you need 
delegation, precisely because you NEED perfection. It’s delegat- 
ing up. For example, if your sales process includes ads, you need 
the VERY BEST people out there to run them to perfection. 

Delegate down the activities that you can do perfectly but 
that are below your hourly wage; delegate up activities that are 
below your hourly wage but that you can't do by yourself. In 
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the beginning, while your hourly wage is blank, you do every- 
thing by yourself. Then as soon as you make some money, you 
start delegating down some low-value activities. When you 
make more money, you start to delegate up the more valuable 
activities. 

You delegate down things that aren't critical to people 
whose hourly rate is low, such as handling garbage, picking up 
the phone, accounting, or customer service. You delegate up 
things that are critical to people whose hourly rate is generally 
not cheap, such as sales, finance, or marketing. 

Regarding the delegation of your marketing ... you probably 
have fantastic marketing ideas. More often than not, business 
owners love marketing. Some of us are even great at it. If you're 
among those, BRAVO! But from a certain point in time, around 
six figures in revenue, you'll have to change the way you handle 
marketing. You'll still DRIVE your business's marketing, and 
you have numerous conversations about it on a STRATEGIC 
level, but you'll DELEGATE UP the implementation! 

Dont try to figure out how Facebook ads or Google ads 
work, or you'll get stuck there forever! Give the work to an 
expert who already knows exactly how it works, someone whos 
able to implement your ideas within a day, where it would oth- 
erwise take you a month! 

Delegate the HOW! Hence the importance of finding the 
right WHO, to delegate the HOW. You're an entrepreneur, a 
businessperson, and are probably a concept person, so work 
on the big picture and delegate the rest. Don’t waste your time 
on the tech part! Think MACRO, not micro. People need you 
elsewhere. 
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If youre EXCELLENT at implementing your marketing 
decisions, that is, if you already have tremendous results by 
working yourself on FB ads, email automation, SEO, YouTube 
ads, or whatever your specialty is, you can continue to do it by 
yourself for a certain period of time. But you'll have to dele- 
gate it after a while, most certainly around the 7-figure reve- 
nue mark. Otherwise, you won't be able to grow an 8-figure 


business. 


THE RIGHT DELEGATION LADDER 


If youre really good at implementing your marketing ideas, 
take this time (between low 6-figure to 7-figure in revenue) to 
train somebody to your own standards. This way, you're build- 
ing your own team of elite employees. Now, if you're not an 
expert in implementation, like most of us, and you reach the 
6-figure stage, and youre not sure you can afford to hire your 
first employees yet, then hire contractors. 

Here's the right process to find the best people to work for 
your business. 

First: OUT-TASK. For one-time work, find somebody for 
one specific task. From the beginning, as soon as you make 
money, or if you already have money at the time you launch 
your business, invest in somebody to free up your time. Until 
you find a superstar, someone who delivers more than what 
you expect, continue to out-task to different professionals. Test 
them all until you find the real ultimate expert that you believe 
in, and be sure to invest in them for the long run. 

Second: OUTSOURCE. Once you've found, say, the ulti- 
mate YouTube expert for your ads or a second-to-none designer 


who overdelivers, you hire them on a regular basis. You give 
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them all your work. At the same time, continue to look for 
another of the same kind of ultimate expert in the same field, in 
case all of a sudden the one you work with can’t work with you 
anymore. It’s impractical to depend on a single person. 

Third: HIRE them part time. Once you've tested this person 
on several different projects and established they're consistent, 
if you'll need their services for a longer duration, go ahead and 
hire them. Be sure you can afford a part-time employee, and 
you've enough visibility and money to provide them with a sal- 
ary, maybe bonuses and health insurance for the forthcoming 
six months to one year. Go on salary.com to get an idea of how 
much to offer them, depending on their expertise and location. 

At this stage, if you hire an employee, even part time, that 
could mean that you're already outsourcing at least one hun- 
dred hours of work a month. I would say, generally, it’s best not 
to do so before you make $100k in revenue. Maybe even $150k, 
depending on your activity. My examples predominantly relate 
to service businesses or online businesses, but if you're in the 
cleaning industry, for example, obviously you need to hire jan- 
itors much earlier. 

On the other hand, if you're a consultant, or an investment 
banker as I was, maybe you wont need any employees before 
you make $500k. There's a big difference, I know, but keep in 
mind the previous number; it’s more accurate. If you already 
outsource 100 hours per month for this very expertise, and 
you forecast at least the same amount of work for the next six 
months to one year, that’s a green light. When you have enough 
visibility and predictable revenue, and you've already tested 
somebody in the long run, and this person is great at what they 
do, hire them—even if it’s remotely. 
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I remember a discussion between Tony Robbins and Eben 
Pagan (the pioneer of modern-day marketing), when they men- 
tioned the fact that some business owners had all their team, 
that is, dozens of employees, living and working everywhere 
around the world. We were in 2009, and it was an eye-opening 
concept to me. Since then, I don't hesitate to hire people over- 
seas and offer them full-time positions. 

More than a decade later, this is the reality of work life for 
many people, a whole community comprising millions of digi- 
tal nomads. Whether you hire somebody remotely or in person, 
congratulations! By hiring your first employee, youre starting 
to build your business's culture. 

It’s important to still test a couple of freelancers simultane- 


ously who are of a similar expertise. For two reasons: 


— Your business is growing, and you'll have more work to 
get done, so you'll need more people in the future. The 
recruiting process goes on; it’s a never-ending process, 
as long as your business grows. 

— If your employee decides to leave, you must have a 
backup on hand. 


You may ask, “How do you transition from a full-time con- 
tractor to a part-time employee? What do I do with all the work 
I have to get done?” 

Simple. When you switch somebody from being a contrac- 
tor to an employee, you cut their workload in half, because ide- 
ally, you'll hire not one but two people. You mitigate the risk. 
Of course, this implies that you've been working with several 
contractors over a period of time, and a couple of them have 
been good enough to the extent that you plan to hire them. 
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So, you hire two people with the same expertise. After two 
to three months, one of them will be better anyway. That’s the 
one you'll keep and offer a full-time contract. Or, if your com- 
pany thrives with the help of both, that’s even better! Keep them 
both and increase their workload. Just remember the primary 
reason for doing so is to mitigate the risk. 

Keep in mind that when you change the environment, peo- 
ple tend to act differently. When the constants are no longer 
the same, and when a contractor becomes an employee, their 
behavior can change. Fortunately, with this technique, you're 
well poised to face any situation. The problem is, until the envi- 
ronment changes, you don't know how they'll behave; and they 
themselves don't know how their behavior will be impacted. 
After two to three months in their position as employees, you'll 
have a strong idea as to their real character and integrity. 

Here's a reminder of what to look for in employees: 


e Loyalty—to the brand, to the boss, to the firm, to 
its values. 

e Spirit—how they'll get along with the group. 

e Results—be efficient and consistent. 


If one has spirit and results but isn't loyal, keep them at a 
middle management level, but don’t promote them to the top. If 
one produces results but doesn’t fill out the other criteria, make 
them a contractor. Instead of just getting rid, if they provide 
great work, suggest they step aside as a freelancer, and pay them 
well for their services. If one has loyalty and spirit but produces 
average results, they may be better suited to work in customer 
service, support, accounting, or fulfillment. Work of this nature 
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tends to be systemized, and you'll need people with average 
skills to manage the perfect systems you've created. 


DELEGATE LATER? 


If you don't want to spend money, and you notice you're good 
at some money-generating activities, you can keep working on 
them as long as your business is regularly growing. 

Money-generating activities are either marketing or sales. 
With you spending your time personally on marketing or sales, 
your business can grow up to seven figures. That’s not ideal, but 
that’s possible if you EXCEL at marketing or sales. 

Just remember this is just a deferral! 


Even if you’re great at marketing 
or sales, you’1l have to let 
these activities go sooner or 

later, if you want to grow your 
business up to eight figures. 


What makes you succeed in the first place will be the very 
thing that will hold you back from future growth, if you keep 
doing what you've always done. You've got to develop other 
skills, among which is DELEGATION, to reach and surpass the 
next threshold. There’s no way around this. It’s the #1 reason 
most entrepreneurs get stuck: they attempt to do every task 
themselves. 

Dont complain that you have 1,000 things on your to-do 
list. Your goal is to empty your to-do list not by striking off the 
work, but by shifting tasks to OTHER PEOPLE’ to-do lists! 
Scheduling your time often means saying NO to most of the 


120 


DELEGATE THE RIGHT WAY 


tasks that land on your desk. To obtain something, you have 
to give up something else. It’s the law of nature 101. The only 
way to get closer to something is to sacrifice what separates 


you from it. 


¢ If you want to be fit or athletic, you have to sacrifice 
your gluttony and your laziness. 

e Ifyou want to go to the gym in the morning, you'll have 
to sacrifice some sleep. 

¢ Ifyou want to strengthen your relationship, you have to 
give up your vanity. 

¢ Ifyou want to fall in love, you have to give up your fear 
of getting hurt. 

e If you want to find wisdom, you must sacrifice your 
stupidity. 

e If you want to stand up for something, you have to give 
up your willingness to please everybody. 

e If you want results, you must refrain from seek- 


ing approval. 


You get it? Your sacrifice is your investment. 


If you want your business to grow, you'll have to sacrifice 
total control. I’m not talking about handing over the control of 
your business to somebody else, I’m talking about relinquish- 
ing you of your operational duties, starting with the BRONZE 
activities, and then also the SILVER activities. Your role as a 
business owner is to find somebody to help you on your activ- 
ities; first on the low-value tasks, then also on the high-value 
tasks so that you can focus on the super-high-value tasks. 

If you excel at implementing a revenue-generating activity 


(something related to marketing or sales), you can continue to 
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work on it until around seven figures in revenue and delegate it 
later after having trained people. You'll have to delegate it any- 
way if you want to grow: that’s a given. 

If youre not the best person you know at implementing 
your revenue-generating activities, delegate them at around the 
6-figure in revenue mark, following the process above. 

This is the very stage where most business owners get stuck, 
and that’s why I keep saying that building an 8-figure business 
is not for everybody. Some business owners seem like they’re 
determined, but they get lost along the way, essentially at this 
critical stage. As already mentioned, it’s the most important 
phase in the LIFETIME of a business. This is the END BOSS. 

Implement this way of working in your business, and 
let me know how it goes by joining the discussion in our 
Facebook group: 


facebook.com/groups/8figureworld 


But don't worry; if you follow these instructions and if 
there's a real leader within you, that is, if you're the type of 
person who really aspires to grow an 8-figure company, you'll 
overcome this stage. It’s painful at first, but the rewards are 
immense, and they’re waiting for you. 

Despite all these instructions, for some reason business own- 
ers usually need personal help the most at this level. If the need 
arises, schedule a call to chat. Let's get those results together! I’m 
here to show you the straight line between where you are and 
where you want to be. I’m also here to tell you what you NEED to 
hear to move forward fast, not what you WANT to hear: 


8FigureWorld.com/call 
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Classic case study: I once had a discussion with a business 
owner in my neighborhood who was struggling to organize his 
priorities. The trouble was that, at a very early stage, as soon 
as he tried doing Google ads, he was quite good at it. He had 
some results right away by doing it all by himself. It helped him 
to grow his business much faster than expected ... which was 
great. But after a while, he was stuck at the low 6-figure level 
because he didn't want to let anybody do his ads. To this day, 
he’s still doing it by himself. 

You see so many people stuck at the low 6-figure level, 
essentially around the $150k ceiling, because they want to keep 
100% control of their operations. 


Don’t miss this golden rule: growth 
and control hate each other. 


Unfortunately, business owners are often control freaks. 
Many will spend the remainder of their lives at this stage, ignor- 
ing customers who ask for more. What a shame. 

Think about it: if you make it to six figures, and you get 
some profit, that means there's a MARKET! Your business 
model works. People WANT to buy your stuff. This is just the 
beginning! Your business is warming up. 

Now it’s time to FEED the fire. If you want your business to 
grow, you have to accept that you are NOT your business any- 
more. You have to let other people in. That's the only way! 


I suggest you first hire an assistant who'll help you 
on a regular basis, especially if they can also handle the 
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phone calls. Hiring a personal assistant is usually the 
first step to freeing up your schedule. Hire the single 


best person you can find, whatever the price is. Better 
to have the best assistant work for you for ten hours per 
week, than an average one for forty hours per week. 
Trust me on this. 

You want somebody who learns fast and under- 
stands the purpose of your business, someone who will 
become an extension of you. In the beginning, you both 
work together, so your personal assistant can understand 
your expectations. Later, once they’re trained and you 
have lots of people to deal with, you'll be delighted your 
assistant is able to replace you and handle the emails and 
inbound phone calls from marketing, technical, design, 
sales, and so on. As for you, keep a written record of 
their performance versus their commitments so that you 


can measure their results. 
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SYSTEMS: TEST, MEASURE, 
AND SCALE 


You must make a system for EVERYTHING you need to do 
more than once. Systems and delegation work hand in hand. 
One always calls the other one. To run a growing business, you 
need to set up a system for everything. If you take the time to 
set it up once, you'll build your business faster and avoid wast- 
ing time forever. 

There are tasks that generally only happen once during the 
life of your business, such as getting your EIN number, build- 
ing a website, designing your business's logo. Once it’s done, it’s 
done once and for all. 

Systematizing your business enables you to release more 
control to your employees, gives you the freedom you truly 
want, and also ensures you get your desired results from your 


employees, even when you're not around. 


Anything that demands your personal involvement and 
time ... you wont be able to scale. Forget it. You're tied to it. 
If your personal time is required, your potential growth is 
inhibited. 
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MAKE A DIFFERENCE 


To help you shift your mindset the right way, think like a fran- 
chisor. Act as if your business is the first of 1,000 of the very 
same units to follow. So how do you go from one to 1,000? It 
boils down to building a business on the back of SIMPLIFIED 
and IDIOT-PROOF tasks. That’s why you must prepare a 
detailed instruction manual, where you'll list ALL the tasks that 
are carried out in your business by any person, any given day 
of the year—exactly as McDonald's does, as Starbucks does, as 
7-Eleven does—as any successful franchisor does for potential 
investors. They call it a bible. 

When every PROCESS is documented and every single 
task broken down, everything becomes much simple. Can you 
imagine if you plan, test, and establish policies and systems for 
every job in your company, how easy it would be for a new- 
bie to take over a position? That’s how you make people work 
the right way. Let them get familiar with your processes and 
systems. Then, once they feel comfortable, let them know that, 
unlike McDonald’s, you also want them to be creative and that 
you're open to new ideas. 

That’s also one of the very first things a potential buyer of 
your business will look at: how TRANSFERABLE is it? How 
SYSTEMIZED is it? Is it a headache to take over or a turnkey 
operation? 

Take note on everything from how files are saved to how 
decisions are made; from how to handle phone calls with the 
entire script to how to do the bookkeeping; from each step of 
the management of your projects to how to track prospects. 
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Even when certain actions seem obvious, make a note of 
the steps and approaches. What is intuitive for one person may 
not be to another. By archiving the detail of all procedures, 
new members of the team will be able to understand the deci- 


sion-making process. 


The beauty is that even if people 
change, the process doesn’t, 
and your clients won’t notice 
any change. THAT’s the key. 


You get it out of your head and out of your people’s head; 
put it down on paper or capture digital copies in a format that 
anybody can understand. If there are other partners working 
in the business with you, have those keep close records on how 
they manage tasks. 


WHERE TO START? 


Here are a few activities for which you'll need to design and 


document systems: 


e Attracting prospects 

e Manufacturing goods 

e Answering the phone 

¢ Upselling to your clients 
e Pricing your products 

e Purchasing goods 

e Developing products 
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Here's what you want to do, in the right order: 


1. GOAL—You need to start with the goal. What do you 
need the system for? For example, to answer the phone 
the right way. 

2. DETAILS—Document the process, in this case the 
script: “Good morning/afternoon, thank you for calling 
Vee Partners. My name is Nicole. How can I help you?” 

3. RECIPIENT—Who is the intended user of this system 
or process? The receptionist or the assistant? Even if 
youre alone, or are a very small team, don't hesitate to 
mention who it’s intended for. It’s clearer this way, and 


it might be useful in the near future. 


That's it. Done. These are the three steps you need to imple- 
ment for each of the tasks that occur more than once in your 
business. Of course, the most trivial tasks are the shortest ones 
to describe. You can describe your process by any means you 
think is best, whether it’s text, an infographic, or a video. 


COMBINE YOUR SYSTEMS 
WITH YOUR PEOPLE 


There are three different kinds of systems: 
1. Hard systems: how something looks like, such as logo, 
uniforms, banner, ads. 


2. Soft systems: how you greet customers, how you deal 
with complaints, how you sell, how you follow up. 
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3. 


Information systems: standardized reports or pro- 
cesses, that is, training programs, tracking metrics, 


website traffic analysis. 


Keep in mind that you're the one whol work on the most 


important systems in the beginning, and as your business 


grows, when you HIRE people, you'll get help from your peo- 


ple to define certain tasks, to ensure quality, and to actually 
IMPLEMENT the tasks. So when you delegate down, you set 
up the whole system from the beginning, and then you update 


it with the help of the people who implement it. 


Now, when you delegate up the activities that you CAN’T 


do alone, there are two solutions: 


You enlist the help of an employee who has the exper- 
tise and they'll do the job for you. In this case, you give 
them the outcome you're looking for and tell them to 
take note of all the necessary steps to set up the whole 
system. For example, you need a design for one of your 
products or services, so you decide what you want the 
design to convey. But since you lack the knowhow, you 
need the help of your designer from the very beginning. 


You get a freelancer to do it. In this case, you won't ask 
them to give you all the details of the work they carry 
out. Your system would be about how to HIRE the right 
contractor to carry out the work on your company’s 
behalf. For example, first write down the job that needs 
to be done; then go online and find some samples that 
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you'll show your candidates; then go on three free- 
lancer websites (Upwork, Freelancer, and Fiverr) and 
post your job description; review the proposals; ask 
each of them to provide you with samples of their work; 
choose the two best ones. 


This diagram summarizes it well: 


ABOVE YOUR BELOW YOUR 
HOURLY WAGE HOURLY WAGE 


Systemize 
Then 
Delegate 
Down 


Delegate Up 
Then Get It 
Systemized 
By The Other 
Person 


Learn Or 
Delegate Up 


Now you know when to delegate and when to systematize. 
It depends on whether you KNOW the activity you delegate, 
in which case you delegate down. So first you create the sys- 
tem, and then you delegate. Or if you don't have the necessary 
knowledge, delegate up, and delegate to an employee or a con- 
tractor. If its an employee, you don't create the process and 
ask them to create it; if it’s a contractor, you create the process 
detailing how to hire the right contractor. 
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Besides, you know why you have to create the process for 
finding the right contractor? Because this is a task that you'll 
soon delegate. 


DO IT 


Whatever you choose, all big corporations have robust systems 
in place; that’s a prerequisite of growth. It’s not because they’re 
big that they have systems, it’s precisely because they had sys- 
tems in place before, that they were able to grow. 

Nine out of ten businesses that make less than $5m in sales 
don't take the time to set up a back-of-house management sys- 
tem. The reason why most small business owners don’t devote 
time to systems is because they’re too preoccupied with instant 
gratification. It takes at least a couple of weeks to take a snap- 
shot of your business processes, and a couple of months to real- 
ize the gigantic results. 

That’s the reason why nothing grows or evolves in their 
businesses—because they keep doing the same things. There’s 
no transformation. That’s really what differentiates serious 
companies from wannabe businesses. 

In Mergers and Acquisitions, some acquiring companies 
specialize in buying businesses that are not systemized and 
need a quick fix, and they flip these for a quick buck—like dou- 
ble the price within a year or two. As a business owner, setting 
up systems isn’t that difficult. You just have to PLAN it and do 
it. I would say that this activity gives you the best return on 


investment. 


When you set up systems, you 
get back 2x, 5x, I0x, and even 
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25x what you invest in energy, 
money, and above all, in time .. 


Because the best part is: it’s exponential! The more your 
business grows, the more time, money and energy you get back, 
thanks to your systems. 

In addition, it also works the other way round: when some- 
body faces a problem in your company, all this person has to 
do is to go back to the root cause: what's the system for fixing 
this problem, if any? It’s the opportunity to create or modify the 
system, so such problem doesn’t occur anymore—it's fixed once 
and for all. 

The business owners I work with don't always see the 
immediate necessity and therefore don’t take the time to do 
it. ’m here to remind them of the tradeoff: either invest a few 
hours now in establishing the foundations, or waste hundreds 
of hours later, not to mention money and energy. Many are sim- 
ply unaware that if they keep doing the same tasks over and 
over again, it severely slows the whole 8-figure process down. 

To scale your business, EVERYTHING is related to what 
you choose to do and not do. By the way, the word scale is ban- 
died around a lot these days. Let’s define it precisely, as opposed 
to mere growth. 


Scaling: being able to sell more by acquiring more people 
(salespeople, for example) and automating or building systems 
to make it easier to increase output. 


Growing: selling more by having more customers, more fre- 


quent purchases, or a bigger average cart value. 
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First you scale, then you grow. I always use the word grow, 
assuming the scaling work has been taken care of before. 


WARNING 


From time to time, and especially if you continue to grow your 
business beyond eight figures, always make sure your systems 
are not overcooked. Use procedures carefully; you don’t want to 
kill your people's creativity, initiative, and passion in the process. 

For the sake of your employees and ultimately your clients’ 
satisfaction, you want to engender a culture of excellence, one 
of fulfillment. Not a culture of rules and rigidity. Good leader- 
ship is the development of people, not only the direction of the 
business. It’s a very important point to tread with caution, but I 
don't overemphasize it here because 99% of the time there’s not 
enough systemization in place in small companies; so there's lit- 


tle danger at this point, especially for 5- to 7-figure companies. 
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PROMOTE YOUR MESSAGE 
TO THE MASSES 


Start MAKING content instead of just consuming it. 

Write a book. Write articles. Do public speaking. Talk 
online, on audios (podcasts, webinars), and on videos (YouTube, 
Facebook Live, Instagram, TikTok). Did I just say TikTok? Yes! 
Why wouldnt you educate younger generations? Don't leave 
them with nothing but useless crap to consume on there. Give 
them some material that will add value to their lives. 

You must communicate your VISION to everybody at 
every occasion: your clients, your prospects, your employees, 
your marketplace. The visionary is above the expert. 


The most important person in the room 
is the one who can paint a clear 
picture of the future, or at least 
the future they’re fighting for. 


Be assured of one thing: it’s never too much ... As long as 
your message isn’t annoying or boring, they'll be eager to listen 
to you every day. 

The notion of too much isn't in relation to the frequency of 
your message but in relation to the core of your message itself. 
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Visionaries who share their valuable insights are NEVER bor- 
ing. Whether it’s offline or online, there are two things to give 
to your audience in order to leave an impression: entertainment 
and education—ideally both at the same time. That maximizes 
your chances of seeing people return, as they come in search of 
more of your content. 

But dont say selfish things with no value, like 90% of people 
do. Don’t think of it as a promotional tool (although it is). The 
promotion will take care of itself if you do a great job, that is, 
if you provide VALUE. In addition, if your content is engag- 
ing, the algorithms within those platforms will notice that your 
audience like you, and they'll continue to prioritize your con- 
tent in their feeds. 

Keep in mind that usually what most people say is guided 
by their own financial interest in what they're selling. As a 
result, their message is obvious and annoying. Don't fall into 
that trap, otherwise your content will likely fall into a black hole 
and gain little traction. People can smell your interest from afar, 
and that automatically cancels out whatever youre trying to say. 

The best method to convey your truthfulness is to tell your 
prospective customers how to AVOID using your services. If it’s 
good for your customer, it’s good for you. That’s how you build 
trust and relationships. Generally, they don't want to deal with 
the matter and they'll end up calling you anyway, because they 
want to hire a competent and trustworthy professional, which 
you ll have just proven yourself to be. 

When you promote your message, you're in the game of 
BRANDING, not selling! BRANDING is your content. It’s 
about having many people who know, love, and trust you—peo- 
ple who you don't have to market to anymore. Oprah doesn't 
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sell. Trump doesn't sell. Prospects are either already sold on you 
or dislike you. 

This is not to be confused with MARKETING, which is 
the science of infiltrating consumers’ perception. It’s all about 
how to trigger people's attention to your brand and content. 
Marketing is a combination of psychology and mathematics. 

There are three stages in your relationship with your tar- 
get audience: 


1. AWARENESS—When they KNOW you. At this stage, 
give them FREE, UNGATED content. Don't ask for 
anything in exchange of your stuff: no email address, 
no subscription, nothing. You have to prove yourself. 

2. ENGAGEMENT—When they LIKE you. At this stage, 
give them FREE GATED content, that is, ask for some 
information (email address, name, phone number). 

3. CONVERSION—When they TRUST you. At this 
stage, they’re in a position to buy your stuff. 


But remember, all relationships are like bank accounts: you 
cant withdraw anything from anyone without first making a 
deposit. See, you don’t want to be overdrawn at such an early 
stage, but you don't want to deposit huge reserves for no gain, 
either. Those relationships where revenue and expenditure 
are equal, where the ledgers are balanced, tend to be the ones 
which compound and accumulate interest. Those pay the best 
dividends. 

A couple of years ago, it was difficult to attract public 
speaking gigs or get invited on TV and radio shows for inter- 
views. Today it matters less because you can be your own media 
company. Actually, that’s exactly the right approach: you must 
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think as a media company; bringing value to people without 
selling them anything. Don't be a TV commercial, be a TV 
show. Don't be an ad on the Wall Street Journal, BECOME the 
Wall Street Journal. 

There's a lot of noise out there, and you must differentiate 
yourself. This is how to do it: 


1. Don't be boring. Forget about pushing your stuff down 
your customers’ throats. You'll already stand out from 
90% of people. 

2. Share your values and beliefs. It’s the fastest way to turn 
people on. This is a very impactful way of growing 
your brand, and this is how you nurture customers to 


become customers for life: they become real fans. 


That's also the fastest way to turn people off, but that’s the 
other side of the coin. You don’t get anything if you don't sacri- 
fice something. Remember, a great message is NOT when they 
understand you but when they feel understood by you. People 
like people who are like them (or who they want to be like). 
And to feel understood, you must show what your business 
stands for, that is, what you the founder stand for. 

Your content should be INSIGHTFUL, not just informa- 
tive. If they can get it from elsewhere, it’s maybe not great con- 
tent. If your business stands for something they value, that’s the 
Holy Grail. Beware, though, about the ideas you share, partic- 
ularly those which come across as contentious. Social media’s 


tolerance is at its lowest level, and it’s getting worse. 
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SOCIAL MEDIA 


Your business needs to be a brand that’s visible online, espe- 
cially on social media. And YOU are the voice of your brand. 
The AMBASSADOR. You're most likely the one in front of the 
camera delivering the speech. Find someone to do the techni- 
cal work such as editing, converting format, entering captions, 
adding the logo and sound effects. Those are low-value tasks. 
You're the hero of your world, and every hero has a tech guy. 
For inspiration, look no further than Mission Impossible, Fast & 
Furious, and Back to the Future. 

Just give clear guidelines (subtitles, colors, progress bar), 
and supervise the process—especially in the beginning—to 
make sure the final result is appealing. Find somebody on 
Fiverr or Freelancer to do it for you, or you'll end up working 
on it for the rest of your life. Don't be a busy fool. Instead, 
spend some time working on great content and delivering it. 
Great online content is whatever hits your audience’s emo- 
tional center so hard that they have to engage with it (share, 
comment, or like). It can be a video, an article, a quote, an 
image, an idea. Whatever makes your audience tick, be sure 


to tap into that. 


.. OR MAYBE NOT SOCIAL MEDIA? 


Depending on your industry, you may have the luxury of stay- 
ing away from social media. Having worked in industries such 
as M&A or Medical Devices, I’ve had this privilege for a long 
time. People in these kinds of fields don’t spend as much time 
on social media platforms as others. Think about it: do you 
see a lot of people from industries such as healthcare, finance, 
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automobile, energy, or aerospace on Instagram or TikTok? Most 
likely not. 

There are a lot of entrepreneurs who make huge money in 
these areas, and yet have never put a single post or hit the “Like” 
button on social media. On the other hand, you may consider 
that if there's a lack of key players from certain industries with 
a social media presence, then that could be a great opportunity, 
one which you might want to exploit. 

Personally, ’ve never put myself on social media for any 
of my businesses. I’ve only used public speaking as a platform. 
Most successful business owners I’ve met during my career 
didn't either, but again, some industries are specific. The rea- 
son why I’ve refrained from utilizing social media is because I 
don't like to show off. Since my businesses perform well, I don't 
bother. Would my businesses have had more success WITH 
promoting myself on social media? Most certainly. I just didn't 
want to go down that path. The price to pay was above what I 
was ready to give, compared to the potential gain. 

Besides, I’ve had great results with public speaking. I have 
two speeches of forty-five minutes that [ve rehearsed and 
revised and refined over the years, and almost each time I give 
them, I get fresh leads and new contacts. I haven't needed social 
media to make money, but I guess the story would have been 
different if I were born twenty years later. 

Now, if you go down the social media path, and if the 
potential rewards are greater than the price to pay (especially in 
terms of time and privacy), the most time-effective and profit- 
able method is to start with one long-form piece of content and 
to create multiple pieces of content from it for all your social 


media channels. 
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For example, you make a valuable fifteen minute video, 
and you put it on YouTube, Facebook, and a podcast. Then you 
cut out some fifteen seconds and one-minute excerpts and you 
post it on FB, IG, IG Stories, LinkedIn, TikTok, Twitter, and 
Snapchat (or whatever is the latest trend at the time of read- 
ing this). Then you put some graphic quotes of yourself on IG, 
LinkedIn, Twitter, IG Carousel, and FB Slideshow. Then you get 
the transcript of the best parts of your video and transform it 
into an article that you'll use for LinkedIn, FB, your blog, and 
your direct emails. 

Your work is to make the video. You should delegate all 
the remaining activities. In the beginning, you might give your 
freelancers the timestamps of the fifteen-second and one-min- 
ute videos. When you find somebody reliable, they should sort 
out the best moments by themselves. 


Working on your business’s message 
and execution is valuable; carrying 
out all the tech work is not. 


Having said that, regarding your business’s presence (as 
opposed to your own personal brand), social media is a MUST 
HAVE for 90% of industries out there, and a good way to make 
a difference for the other 10% who don’t really need it. As the 
owner, you just have to find the right angle, to design the guide- 
lines, to delegate the work, to supervise it. 

Social networks never interested me all that much (as is 
typical with most people working in Mergers and Acquisitions, 
private equity, and hedge funds). I delegated all that to the sub- 


ject matter experts within my businesses. 
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Remember, social media is a long-term game. Over 80% of 
people are looking for information and will likely buy at a later 
date, sometimes between twelve and eighteen months; roughly 
17-18% are ready to buy in the next three months; and 2-3% 
are ready to buy RIGHT NOW. 
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One study shows that if your close friend becomes obese, your 
risk of obesity increases by 57%. Another survey shows that the 
#1 reason people took a Covid-19 vaccine in 2021 is because 
people around them were taking them. One experiment tells 
us that when seven people say they see something, the eighth 
person conforms on average 33% of the time, saying they see 
it too, even if the exact opposite is the truth. The admixture of 
social compliance and peer pressure causes humans to radically 
alter their behavior. 

As social creatures, we live our lives under the influence of 
our peers. Tell me about the people you spend your time with, 
and Ill tell you your future. To put it simply, who you spend 
your time with can elevate you as much as it can bring you down. 

If your five best friends are multimillionaires, and the 
majority of your neighborhood are multimillionaires, and the 
only people you have conversations with are multimillion- 
aires, can you believe you wouldn't become one very soon? Of 
course this is the theory, but that’s just to help you understand 
the importance of your environment and the people you spend 


your time with. 
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Mindsets are contagious, so tread 
with extreme caution when choosing 
the people you hang out with. 


If you wish to be extremely knowledgeable or healthy or 
rich, spend your time with people who are already what you 
want to become. As you know, everything radically changed for 
me when I started to regularly meet owners of 8- and 9-figure 
businesses. That’s when I realized that business up there wasn't 
done the same way as it was done by me and the people I knew 
at my low 6-figure level. 

Everything changed even more when I started to spend 
more and more time with them, when I allowed myself to be 
influenced by them in a number of ways, such as my state of 
mind and the whole execution of my business strategy. I can't 
emphasize enough how being led by people who have been 
there for a long time and done it many times over has changed 
my life. The only thing I do regret is that I didn’t find these very 
high performers earlier in my life. As humans, we influence our 
environment, and the environment influences us. That's it for 
the theory. 

In practice, very few people influence their environment, 
but everybody is influenced, more or less, by their environ- 
ment. Nobody is 100% unaffected by their environment. Some 
literally become their environment. Let me give you a fresh 
example: a few years ago, a friend of mine moved into an afflu- 
ent area—an expensive bohemian neighborhood in the middle 
of the city. My friend was a spirited, convivial, down-to-earth 
man. However, after a short while, he adopted, quite acciden- 
tally, the same snobbish attitudes to conform to his new group. 


144 


SPEND YOUR TIME WITH THE RIGHT PEOPLE 


Just after a few months, I found him riding bicycles, doing yoga, 
and eating vegan food. Not that there’s anything wrong with 
those per se. But I couldn't believe such a quick change. He also 
went even further and embraced—consciously or not—his new 
group’s political ideologies and views on society, in order to be 
accepted and liked by them. 

Take another example: I myself was in danger of becoming 
like the people I surrounded myself with when I hung around 
some ruthless and greedy private equity guys in New York. I 
actually already started to become one of them, before cutting 
them off, leaving the industry and moving out of this area. 
Knowing that your environment is shaping you is one thing; 
what you need to do is shape your environment to one which is 
conducive to the person you want to become. 

Lastly, let me tell you the story of my friend Jimmy. He was 
my neighbor, and we grew up together in a blue-collar town in 
a suburb of Paris, called Montreuil. We grew up in the middle 
of housing projects, and our problems began at around the age 
of twelve. Girls, video games, drugs, robberies ... easy money. It 
was hard to avoid these traps, but at least I had my parents who 
were always there for me. 

Jimmy was raised only by his mother, but she was often gone 
for the whole day, working hard to make ends meet. Needless 
to say, our lives as students were very short-lived, as I dropped 
out of high school, and Jimmy got excluded from his technical 
school because of behavior problems. As a result, he ended up 
spending more time on the streets and away from home. 

To give you the whole picture—and I make no apology for 
being blunt here, as it’s real life we're talking about—two of our 
friends got shot in the head during drug trade disputes (one of 
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them miraculously survived); two of our neighbors ended up in 
jail for rape; another one turned out a pimp; one of my friends 
died after playing Russian roulette; not to mention all the theft 
which happened around us on a daily basis. 

Statistically, Jimmy was supposed to end up in jail as well, 
or at best, become someone with hard social problems all his 
life. Fortunately, he somehow managed to change his whole 
paradigm, and surrounded himself with people who had val- 
ues—most of whom were entrepreneurs. He decided to move 
far away. To Florida, actually, where he started from scratch 
with no money, no degree, and no connections ... but NEW 
surroundings. That changed everything. Today he’s a success- 
ful real estate broker, owns his company, has employees, and 
builds his own real estate assets. His vision changed because 
he replaced the toxic people around him with valuable people. 

You may also have lifelong friends who are fun to hang out 
with, but who have failed to grow or change since you were 
kids. Remember your roles and goals from the first section: if 
the people you spend your time with aren't in your plans, you're 
wasting your time. If they don't bring you closer to your goals, 
they put you further away. Nobody’s neutral. 

I’m not saying you should get rid of your poor and mid- 
dle-class friends and only hang out with millionaires. What I'm 
saying is you must filter the people you spend your time with, 
because they have a huge influence on you. They influence your 
standards, your talking, your thinking, and your behavior. 

Jimmy moving to Florida sounds like a radical move, but not 
everybody is in this kind of situation. In your general day-to- 
day life, you may not have to deal with the kind of toxic people 
that we had to deal with during our teens. Most of the time, you 
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just have to deal with people with fewer or modest goals and val- 
ues. These are the kind of zombies, or Non-Player Characters, 
whose lives revolve around eating, working, and sleeping, with 
some kind of low-level passive entertainment in between. Be 
careful not to become one of them. Again, I’m not talking about 
their wealth, salaries, possessions—or lack thereof. 

Start building your network of high performers, your own 
world. Don’t let anybody or anything enter YOUR world or 
drag you into another world you've NOT consciously chosen 
to be in. Don't let anyone tell you how YOU should live. Toxic 
people always have a thing from their world they're trying to 
bring into your world, which will derail you from your grand 
vision if you're not careful. It might be the usual suspects, such 
as easy money, sex, games, alcohol addiction, drugs; or more 
pernicious time-wasting addictions such as movies, social net- 
works, TV, spectator sports, video games. 

Remember the Orson Welles rule. YOU, as the director, 
choose who can play a part in the movie of your life. It’s about 
saying NO to the people who didn’t land any role in there (most 
people). Now, if you're in a toxic environment with dangerous 
people, and life brings you attractive offers (such as drugs, rob- 
beries, easy money) on a daily basis, that makes your role of 
director much harder, because there are people who haven't 
been cast in the movie of your life that threaten and delay the 
completion of your final cut. 

If nothing else, I can't emphasize enough the powerful effect 
of relocation. It’s radical. Sometimes, moving just a few miles 
away is enough, depending on the problems you want to solve. 

There are two different parts to the process: (1) building 
a network of high performers around you, and (2) getting rid 
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of toxic people. To get closer to something, you have to move 
away from something else. I believe you can find and approach 
valuable people anywhere in the world, but are you able to get 
rid of the negative people if you don’t move? 

It takes more courage and energy to cut out the negative 
people in your life WITHOUT moving. It’s extremely difficult 
to rethink and redo your whole schedule by staying in the place 
where all your bad habits have their roots. How are you going to 
say no to toxic people? They’re still there; you have your habits; 
and you think you can change everything all of a sudden? It’s 
possible in theory, but extremely difficult in practice. 

Remember the movie Carlitos Way? It’s the story of an 
ex-mobster who aspires to a quiet life after getting out of prison 
but goes back to his old neighborhood. Mission: impossible. 
Even Ethan Hunt wouldnt be able to do that. If you need a rad- 
ical change in your life, change your environment. This is the 
only way. 

When you change your environment and free your mind 
from temptations, all you have to do is to start building your 
network of high performers. No need to worry about old bad 
acquaintances anymore. Ask yourself where you want to be in 
five years, and look for the people who are already there. Go 
where they go, whether online or physically, and get inspired. As 
soon as you don't respect or admire someone around you, don't 
spend time with them. Spend your time with the people who are 
already living the life you eventually want to lead. 

One topic that I like to address with business owners, espe- 
cially those who are more than sixty years old, is REGRETS. 
There's a commonality in what they tell me. There’s one thing 
youll regret for sure: it’s all the time you've spent with the 


148 


SPEND YOUR TIME WITH THE RIGHT PEOPLE 


WRONG people in your life. The reality is that if you DO what 
you KNOW you should be doing, you'll have no regrets. And 
now you know ... Whether you heed the warning or not is 
up to you. 


Sometimes, you might get the feeling that some rich 
people look down on you, or consider those who are 
financially below them as Non-Player Characters. Don't 
hold it against them. At least, not all of them. There are 
idiots, but most of the time, it’s just that they evolve in 
their own world, the one they have built. 

In a nutshell, as shocking as it seems, they might 
look at everyday people and wonder why they are not 
rich as well ... because the way to get rich seems obvi- 
ous to them! 

Instead of getting upset, think about it. There's 
a hint—the real wealth is there: being able to grow a 
company fast with 100% certainty. That's the ability I 
want to convey to you. Once youre trained, you dont 
look at businesses the same way. You see things that you 
didn't see before and that others can’t see. When you 
get it, nobody can take it away from you. You get IN, 
and you never get out. This is a whole new world: the 
8-figure world. 
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When you can't meet the person youd like to spend time with— 
at least for now—you can still learn from them. Make the most 
of books, podcasts, courses, social media, eBooks, videos, arti- 
cles, audio books—most of which are either free or very afford- 
able. What a time to be alive! 

Pursuit of knowledge has never been easier than it is now, 
as technological advances mean we can access an indefinite 
amount of information at our fingertips. There's a common 
misconception about learning. Somewhere throughout history, 
it became associated with formal education. Unfortunately, our 
society is teaching people that graduating from high school 
and college is all that’s needed. Nothing could be further from 
the truth. Not only are colleges a major financial scam, espe- 
cially in the US, but they only bring you out-of-date theoretical 
knowledge. 

I’m talking about business, of course. It’s another story if you 
plan to be a doctor, a chemist, an architect. In an ever-chang- 
ing market and a rapidly evolving world, it's more important 
than ever to stay competitive and up to date. And it’s so simple 
to OUTLEARN them all! I can tell you this as someone who's 
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entered many industries despite not knowing a single thing 
about them. 

Do you want to know how I became an investment banker? I 
wanted to sell a business of mine, and I just discovered that it was 
worth close to nothing. I didn’t understand the reason why, as one 
of my peers in the same industry just had sold his business similar 
to mine in size, for almost half a million. 

I went for a walk alone to clear my mind, when I passed by 
a Porsche dealership. I’ve always liked German cars. I walked in 
and looked at the cars; some were new, some were used. Prices 
ranged from $30k to $400K! The salesman asked me if he could 
help. I told him that I found it crazy how they all looked the 
same, despite the significant difference in price. He smirked 
and went on to explain why they were in fact very different and 
that although there were many similarities, Porsche enthusiasts 
knew exactly what to look at, to determine the value of each of 
them at a glance. 

“Wait ... can you repeat what you just said?” I asked. He 
said it again: “They all look the same, but EXPERTS know how 
to value each of them at a glance” 

THAT was it! I had just made the connection with my busi- 
ness. To an undiscerning eye, the business of the guy I knew 
who sold it for almost half a million and MY business looked 
very similar. But from an expert's point of view, his business was 
worth 10x more than mine. It was all of a sudden obvious that 


several other factors were involved in the valuation of a com- 


pany, beyond what they look like, as was the case for these cars. 
At the time, I had no clue as to what those factors were. 

The salesman started listing the differences, such as the 
year of the model, the engine, and so on ... which I didn't give 
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a crap about. I could feel my heart beating as I was process- 
ing all my thoughts. To know exactly what makes a business 
valuable ... what makes the difference ... which criteria to look 
at ... I needed to be the equivalent of a Porsche expert but for 
businesses! 

The sales rep ended by asking what I did for a living. My 
answer was: “I’m in Mergers and Acquisitions.” I'd just made 
my decision on the spot. To know exactly what makes a busi- 
ness a valuable business, I needed to be an insider. I'd made up 
my mind. As soon as I got out of there, I ordered some books, 
locked myself away at home, and delved into them as a priest 
studies the Holy Scriptures. 

Long story short, that’s how: 


— My career and paradigm shifted forever. 

— I met hundreds of business owners, buyers, private 
equity groups, and investors over the past decade— 
among which were dozens of very successful ones. 

— Ive been taught all the key factors regarding the value 
of businesses and the intricacies of time management 
for high achievers. 

— I became an expert in M&A, benefiting my clients in 
finding the right business to buy and in maximizing the 
price of the business before the sale. 

— I grew and sold a couple of million-dollar businesses 
and one 8-figure company. 

— Istarted acareer as M&A consultant and time manage- 
ment coach for business owners. 

— I went from being a 6-figure entrepreneur to an inves- 


tor in multiple 8-figure businesses in less than a decade. 
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If you want to know more about my journey in the finance 


world, you can go right here: 
8FigureWorld.com/wallstreet 


It all started by self-teaching. Compacting time, I intensely 
immersed myself in the M&A world, and unknowingly estab- 
lished the basis of this capital principle of The 400-Hour 
Workweek, instead of spending years in expensive business 
schools. Today I can help any owner of a business that makes 
up to low nine figures in revenue to grow, sell, or buy a com- 
pany; and I can do so better than any certified or chartered 
advisor from Goldman Sachs or McKinsey—because those 
people don't actually have any idea of what being a business 
owner FEELS like. 

Bear in mind, I'm a high-school dropout. Everything I’ve 
learned is self-taught. It’s not hindered me, or thousands of oth- 
ers for that matter. 

Many people may think there’s simply no extra time to 
learn anything more, while others prioritize the creation of 
time in their hectic lives each day to educate themselves on new 
concepts and ideas. These individuals understand the impor- 
tance of creating plentiful opportunities in all spheres of life. 
This is where the self-starters get ahead. They understand the 
importance of time management and prioritizing daily growth. 
They're constantly striving to learn more and do things differ- 
ently. This competitive edge propels them to success in other 
areas of life. 

There are many simple, effective, and realistic ways to imple- 
ment daily learning, and it doesn't necessarily always come at 


an inconvenience to you. Learning on the go has actually never 
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been easier. For those who are auditory learners, audio books 
are perfect while stuck in traffic on that forty-five-minute com- 
mute to and from work, or while going about other mundane 
business, such as household chores or when you're getting ready 
for work first thing on a morning. 

Think about all the time you spend driving, commuting, 
working out, or waiting in a long checkout line. You could be 
listening to a podcast or reading a few pages of a book of your 
choice. A simple fifteen minutes a day would have you complet- 
ing a new book every other week. It’s estimated that Americans 
are spending around twenty hours every week on social media. 
Imagine spending that time on your craft or your personal 
enrichment. By changing your habits and mindset, you could 
learn to speak five languages and be the font of all knowledge. 

So, what’s the process? 


Learning has to become an obsession 
or habit. What’s an easy way to 
help build a habit ..? Schedule it. 


That's first and foremost. Second, you must be willing to 
expand your mind. Rid yourself of assumptions and your lim- 
iting convictions so that you can be open and receptive to new 
information. This at times may even contradict what you have 
always believed. But in being mentally agile, you'll eventually 
come across information that challenges your biases and worl- 
dview. Digging deeper will separate you from the crowd and 
allow you to see the value in developing an independent mind. 

Live to LEARN, and you'll learn to LIVE. 
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Actually, the only thing you can't afford not to do is to 
LEARN. And never, EVER forget: learning something aren't 
empty words; they have meaning! To learn means to change 
your behavior. If you don't change your life, it’s not learning. It’s 
entertaining. 

Improve. Boost. Upgrade. Strengthen. Refine. 

Actually, becoming better might be the very meaning of 
our lives. If it’s not, well, it sure feels close. 

Someone once told me the definition of hell: the last day 
you have on earth, the person you became meets the person 
you could have become. 

Think about it: 


a I% daily improvement, when 
compounded, would double your 
results every seventy-two days. 


In other words, you become five times better every year. 
Don't underestimate the value of micro-improvements, as long 
as it’s regular and consistent. 

With self-teaching, your growth is limitless—contrary to 
having a mentor, where you can never be better than them 
because they represent a kind of a ceiling. That’s why I call this 
the LIMITLESS METHOD: if every day, you become just 1% 
better than you were yesterday, your personal growth becomes 
infinite. 


READING VS STUDYING 


How many times have you heard somebody telling you that 
they read one or two or three books per week, or maybe even 
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one book a day? If it’s a novel, no problem. You can easily digest 
200-300 pages of a novel twice per week if you make some room 
in your planning. But if we're talking about business books, or 
personal development books, there's a problem. A big problem. 
My question is: 


What do they mean by reading? 


I mean, the main, or maybe sole purpose of reading busi- 
ness and personal development books is to get better by learn- 
ing something. The process looks like something like this: we 
read; we implement; we get results; and we reread and refine. 
Thus, we get better results. It’s a process that takes time: what- 
ever you want to change in your business, you have to under- 
stand it, plan it, find and train the right person to do it, analyze 
it, redo it, reanalyze it. 

Now if you tell me you read one or two business or personal 


development books per week, there are two possibilities: 


— The book was useless to you, with nothing new for you 
to implement—in which case you should have figured 
it out halfway through the book, rather than wasting 
any more of your time on it. 

— There were great things in the book, but you didn't take 
the time to implement them—in which case you should 
go back to the book, and look for all the concepts that are 
potentially TRANSFORMATIONAL, and start apply- 
ing them in your life and your business. Don’t jump on 
another book before you've applied things you've read. 
Be 100% into it! 
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In both cases, you should ask yourself what the purpose 
of reading a book is. Now, there’s also a third possibility: there 
were great ideas in the book that you do plan to implement 
LATER—later meaning never most of the time—in which case 
you should postpone the reading of any other material and 
focus instead on the insights that you can start implementing 
RIGHT AWAY. 


“The problem with tomorrow is that I have 
never seen a tomorrow. Tomorrow does 
not exist. Tomorrow only exist in the mind 
of dreamers and losers.” 

— Robert KIYOSAKI - 


I want you to imagine someone whos read hundreds of 
business or personal development books (maybe this person 
is you). Can you imagine where this person or their business 
would be if theyd followed and implemented all the instruc- 
tions in there? There are a few possibilities to consider: (1) 
either this person has had tremendous results in business, or 
(2) the books they've read were all useless. But a third possi- 
bility is more often than not the sad reality: (3) the books were 
useful, but this person didn’t get any results ... because they 
didn’t apply anything theyd read, thinking, “Ill do it later. For 
now, let’s grab another book.” 

What I want you to understand is that browsing is not 
reading, which is not studying, which is not experiencing. 

There are four levels of reading: 


1. Reading without learning anything: this happens when 
you lack focus, when you're sleep deprived, when you're 
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distracted, or when you're drunk. You may as well be 
reading a foreign language: you lack focus. That’s what 
we casually call BROWSE. 

2. Reading and getting the ideas: you're following the nar- 
rative, much in the same way as when reading a novel. 
That’s what we call READ. 

3. Reading and taking notes: highlighting the important 
sections, as if you were to teach somebody and share 
the insights of the book. That’s STUDY. 

4. Reading and experiencing it: you implement your new 
knowledge. That’s LIVING. 


Look at the last two or three books you've read. What was 
your level of reading? Why? 
The same principles apply to going to conferences or taking 


online courses. 


Are you browsing, taking some good 
time, and avoiding taking action? 
Or are you really committed to 
implementing what you’re reading? 


If you're in the latter camp, then there’s no need to take 
another course or book any other conference until you've 
applied the knowledge you've already learned, and transformed 
your business. 

Going back to the initial example, if someone tells you they 
read two books per week, what this person is talking about is 
either Level 1 or Level 2 reading. Reading one book per week at 
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Level 3 on a regular basis is almost impossible if you’re working 
full time. Not to mention Level 4. 

As long as we're not talking about the recreational reading 
of novels and, say, other classical works of fiction, reading is not 
an end in itself. The purpose of reading development books and 
business books is to access the mind of an expert on a topic that 
is of interest to us, to be able to transform something in our 
lives and create a positive impact. 

If this expert was a good friend or family member, we would 
have direct access to them, and we wouldnt even need the book. 
The book is just the medium, the tool that allows us to pick the 
brain of our targeted expert. Now imagine this friend or family 
member were to spend multiple hours of their personal time 
teaching you. Once the teaching is done, you can easily con- 
ceive that they‘ also like to follow up with you, to know where 
youre at in the execution phase. What would you have to show 
for all your mentoring? How different is your business thanks 
to what you've learned? 

Now, I understand that reading has other benefits, in par- 
ticular with regards to literacy skills. Learning new words, and 
therefore USING them, regularly allows us to expand our vocab- 
ulary and use the exact ones that correspond to our ideas, to be 
able to clearly and precisely articulate our thoughts. Expanding 
our repertoire of words means expanding our vision. No less. 
That’s why I always encourage people to read, especially the 
younger generation, regardless of format or genre. 

I have nothing against reading classic texts. In fact, quite 
the opposite. Actually, if I had the time, Id be quite happy to 
spend all my life reading books and doing nothing else. I like 
books more than anything else; I’ve read since I was six; and 
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everybody in my family is a big reader. In actual fact, I’ve had to 
make an enormous effort and take measures to avoid spending 
too much of my life reading books. 

When you do something, whatever activity you undertake, 
I want you to understand where you are. You can read between 
the lines when someone is talking about reading one or two 
books per week. Are they really reading with INTENT? Or is 
it that this person is in the business of reading books but not 
applying anything? 

Reading a book, like taking a course, going to school, or get- 
ting trained, isn't about knowing. It’s a transformational process. 
It's about becoming. The more ENERGY, TIME, and MONEY 
you sacrifice, the more chances there are you'll CHANGE and 


become who you want to be. You must always give something 


to_get something. Value doesn't just spontaneously burst into 
existence. 

If you plan to transform your life, you have to read books at 
Level 4. Read, live, and breathe them. Or at least, at Level 3, if 
it’s something that will be valuable for you later, make sure later 
is not never. Schedule it. 

That’s why you should choose the business and personal 
development books you read very carefully. Ask yourself if 
what you'll study is something you can implement right away. 
Besides, once you've read about 40% of a book, if you think 
there's nothing new to implement for you, throw it away. Don't 
hesitate. There are tons of valuable books out there, with tons of 
things to implement. 
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WARNING: there's a time for PREPARATION, and 
there's a time for ACTION. Most of your time must be 
devoted to ACTION. Upgrading your skills is imper- 
ative, but that’s all PREPARATION. Don't confuse the 
two. Be like Ethan Hunt in Mission: Impossible—do 
everything to get ready, but don't spend all your time 
in preparation! Once you know what needs to be done, 
do it! Action time. Time for reflection has passed. Some 
people fool themselves by learning things they'll never 
use in their lives; that’s just to avoid taking action and 
doing the hard work. 


I62 


PREPARE FOR 
IMPORTANT EVENTS 


As the Boy Scouts’ motto states: ALWAYS BE PREPARED. 
Extraordinary achievement is always preceded by ordinary 
preparation. 
This subsection is related to the previous one, but it’s more 
specifically about being ready for important meetings and 


appointments. 


1) Know your audience (conference, podcast, TV show ...) 


— What do they WANT to hear? 

— What do they NEED to hear? 

— What are their interests, ages, education, values, and 
backgrounds? 

— Do they already know about your topic? How much? 


Don’t address a class of twenty-year- 
old students the same way you would 
a room of seasoned business owners. 


By knowing their frame of reference beforehand, you'll be 
able to communicate to them in a way that will INFLUENCE 


them to take action. 
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I’m sure you've already heard someone talking about a pub- 
lic figure and saying something like, “He’s saying what people 
need to hear;’ or, “He’s not afraid to speak his mind.” That’s 
exactly what you want people to say about you. You know what 
they really mean by that? “He's saying things I really believe but 
don't talk about.” 

In other words, they feel understood by you, and that’s 
invaluable. 

When you know your audience, you can pluck the words 
right out of their mouths and use it in your marketing. 

Having said that, sometimes your audience isn’t composed 
of only one type of person. Therefore, you should know WHO 
you want to impact the most in your given audience (those 
being the decision makers) and concentrate on delivering your 
speech to those very people. That doesn’t mean to say you 
should entirely neglect the needs of the others, because they 
might be of value to you in the future. 

As a public speaker, in the beginning I often focused my 
speech towards my target, even if they were only 5-10% of the 
room. The thing was that the other 90-95% of people who 
attended my speeches left unsatisfied, and they were negative 
publicity for me. Not only couldn't I count on any sort of refer- 
ral from them, but the event organizers also heard less than flat- 
tering comments about my performances. 

Fortunately, I met some expert speakers who explained 
to me how it works, so I could correct my content to ensure 
I addressed the needs of my targets, after which I altered my 
pitch and gave takeaways to other people as well as gained the 


favor and approval of the event planners. 
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How do you do that? Is it possible to address and reach out 
to the needs of so many demographics? Yes. This method can 
be used everywhere, whether you speak from the stage as I did 
or if you're invited on a podcast or a radio show. 

There's often a large majority of people who want action- 
able tricks and tips that they can apply the very same day to get 
quick results. These are generally people who are engaged in the 
day-to-day activities of a business or are small hands-on busi- 
ness owners. On the other hand, you have a minority of influ- 
ential people who look for new ideas and concepts to expand 
their vision and shift their paradigm. These are generally the 
visionaries, the final decision makers, or business owners who 
delegate most of their businesses’ activities. 

In order to reach out to both segments, you need to pre- 
pare your insights for people who want to know HOW TO DO 
something, and also for people on the other side who want to 
know HOW TO THINK. Do it this way, and you'll get maxi- 
mum rewards. It’s like having two queens in chess: they'll expect 
to see you on one side, but you'll actually be poised and ready 
on both sides! 

As for the people in between, they will cherry pick from it 
all. Everybody will discover what they're looking for, because 
you ll always have something for everyone— You get the Double 
Queen effect. 


2) Know your goals 


When you enter a meeting, or any kind of event, you must 
know what you want to leave with. Sales? Leads? Positive 
impressions? Connections? Recognition? Memorable impact? 


Act accordingly. 
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3) Know your numbers 


When you meet bankers, investors, or potential partners 
and they ask you for accurate figures, the last thing you want 
is to hesitate and mumble some approximate numbers. If you 
do, you'll lose them right there and then—end of the meeting! 

Youd better look at them squarely in the eyes and give them 
a firm response with conviction. They will expect answers to 


the following questions: 


— How much does it cost to produce your product? 

— What's your operating cost (COGS + operating 
expenses + overhead expenses), in absolute terms AND 
in % or revenue? 

— What's your debt ratio (total debt + total assets)? 

— What’s your recurring revenue percentage? 

— What's your average delivery time? 

— What's your business's cost of acquiring a customer? 

— What's your conversion rate? 

— What's your average operating and net profit 
by customer? 


— What’s your customer retention rate? 


These are all typical examples. Find out the numbers that 
matter in your business, and review them at least every month. 
There are people who need to hear the story of your business. 
But for some people, your numbers tell the whole story. 

Besides, know the numbers that can turn the negotiation in 


your favor, such as market statistics or surveys. 
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4) Know your business's story, strengths, and weaknesses 


— What's the STORY? What does your company’s name 
mean? How did you come up with this? 

— Why is this business important for you? 

— What makes it unique? (“Only” always beats “best”.) 

— What’s makes it stand out from the competition? 

— What’s the barrier to entry that prevents somebody 
copying your business model? 

— What's the exit barrier that prevents your customers 
walking away? 

— Who’ the competition? Does something similar exist? 
What's their market share? 

— Why and how do you value your company at $[x]? 


I should add a fifth point to the framework, but it’s a prereq- 
uisite, so Pll just mention it here: know your pitch. I remember 
the first time I went to the New York Association of Business 
Brokers. Towards the end of the meeting, since there was some 
time remaining, the chairman asked if someone would like to 
introduce themselves or present their offer to the audience. I 
thought people would fight to take that opportunity ... but I 
was wrong. I raised my hand ... and I was the only one! Do 
people enjoy going to events just to be spectators? Are they shy? 
Or is it just that they don't know their pitch? In either case, it’s 
to the detriment of their own success, and that’s an opportunity 
for people like you and me, people who aren‘ afraid to gate- 
crash into the million dollar club ... that is, if we are prepared. 

Know your business, your products, your target, your com- 


petition, and your market! Do your homework. If it sounds like 
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a lot, remember that if you can't refute other people’s claims, 
then their perception becomes their reality. Contrary to what 
Hollywood would have us believe, you can't always rely on fate, 
talent, or chance to move forward. Chance, or rather luck is 
something better left unmentioned in front of high achievers. 
They may take offense as the concept is often used to invalidate 
their ingenuity. 

As roman philosopher Seneca astutely puts it: “Luck is what 
happens when preparation meets opportunity.’ 

Be ready. Always. 
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Some of the high achievers I know take notes all the time, but 
not all. When I mentioned to some of them that I planned to 
put taking notes among the high-value tasks in my book, most 
of them gave me a wishy-washy answer. Nevertheless, it’s one of 
my beloved HABITS. It allows me to free my mind of the stuff I 
don't need immediately, to be able to find it later when I need it. 

As Stephen Covey said, “Writing distills our thoughts.” It 
forces us to organize information that’s in our mind. That’s 
right: you never REALLY know what you think about a given 
topic until you've written it down. Try it! Some go as far as to 
say that writing is thinking. If you want to learn how to think, 
learn how to write. And learn how to write right! Especially if 
you have a problem you want to solve. 

A couple of years ago, I worked with a man who was the 
owner of two 8-figure businesses (a nutritional supplement 
company and his own investment firm). I helped him multiply 
the size of his businesses through external growth over the years, 
during which we spent dozens of hours together. I liked to work 
with him because he always took the time to fully understand 
the topic in question before coming up with creative solutions. 

After a short while, I noticed there was something he did 
all the time: take notes. When I was talking about a tough nego- 
tiation coming up, he was taking notes. When we were talking 
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about the right companies to contact, he was taking notes. 
When we were having lunch in a restaurant, he asked the waiter 
for a pen and paper. I myself have always taken plenty of notes, 
but not to that extent—which, at the time, seemed a little exces- 
sive. Especially considering that he often left his notes behind. 

One day I asked him, “What will happen if you just stay still 
and listen to me instead of taking notes as soon as I open my 
mouth?” To which he replied, “Have you heard about Kidlin’s 
Law? I’ve been applying it for five years. It states that if you 
can write down the problem with accuracy, then the issue is 
half solved” 

I was blown away. What I thought to be a compulsive disor- 
der was in fact a way for him to come up with a quick solution. 

When we talk about taking notes, we often think of stu- 
dents. Why? Because they try to understand the information, to 
record it, to work on it, and refer back to it when needed. That's 


what you do when youre in a learning process. 


If you don’t consider yourself a 
student (someone in a learning 
process), think again. 


In addition, it’s very SIMPLE to pull out your phone and 
write down your thoughts. Use an app with folders and subfold- 
ers to store the information in the right place, and then you can 
easily retrieve it when you need it. Another solution: record a 
note in your phone and have it transcribed. There are apps for 
that these days, too. 

Ideally, though, you should use pen and paper. According 
to many scientists, the pen is mightier than any keyboard 
when taking notes. Besides, handwriting is important for brain 
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development and cognition. Taking notes is a subtle action that 
reveals much about a person's character, long-term thinking, 
determination, and attention to detail. This habit also trans- 
forms your mindset: it makes you become a focused learner. 
Whatever your preference, when you re-read your notes, 
you'll often be pleasantly surprised by what you wrote. It’s like 
finding an ice-cream in the freezer you don't remember buying. 


There are multiple reasons to take notes: 


— To capture sudden ideas. Sometimes you wake up in 
the middle of the night, or a vision flashes before your 
eyes during a trivial conversation. Stop and write it 
down, or you may never retrieve it. 

— You're writing an article or a book. You do it little by 
little as inspiration comes and goes during your com- 
muting or while you're waiting in line somewhere. 

— To focus on something. You don’t want your mind to 
wander off, so you jot down some keywords you want 
to concentrate on. 

— To remind yourself of something. You don’t want to 
forget an important concept or a new strategy you've 
just conceived. 

— To archive your memories. The more you write, the 


more you remember! 


Note-taking is one of the keys to success for many high- 
level entrepreneurs, and if you can make it a habit, you'll 
increase your learning and improve your productivity. Greek 
shipping magnate Aristotle Onassis said, “Always carry a note- 
book. Write everything down. That’s a million-dollar lesson 
they don't teach you in business school” 
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Minutes & Hours 
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If you want to grow a 7-figure business, you'll have to GET RID 
of some activities that brought you to a 6-figure business (the 
ones in this section). THAT’S the most critical phase. The one 
that most business owners miss. It’s the FINAL BOSS. 

THAT'S why you see so many people stuck around the low 
6-figure level: because of THIS stage, where MOST business 
owners get their asses kicked. As for the ones who get it, their 
growth skyrockets. They experience the most extraordinary 
growth of their lives. 

Activities in this section are all about operations and imple- 
mentation. Devote your time to them until you reach the 6-fig- 
ure threshold. Not after. Meanwhile, save your money to be 
able to hire people to do the implementation for you. Don’t be 
the person who does everything, without whom the company 
can't operate. 

I KNOW it hurts ... but it’s called GROWING! 

If you want your business to grow, you have to accept that 
you are NOT your business anymore. You have to let other peo- 
ple in. Once again, THIS is the END BOSS. Once you win here, 


it’s done. You've won the game. 
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I was waiting for my train to go back home, when I bumped 
into the CEO of the office supply company I’ve just been hired 
by as a sales rep. 

“Hey, David, what were you up to in today’s training?” 

“Marketing,” I said, not really understanding the complex- 
ity of selling office supplies. 

“What you're learning is probably very interesting, but here’s 
how it really works. I’ve been the CEO in a couple of industries, 
so let me sum up all you need to know, for everything related to 
revenue-generating activities.” 

“Thank you, but my train is in three minutes ...” 

“Great, after ’'m done, you'll still have time to grab a coffee 
if you wish. Let me get straight to my point: if you sell DESIRE, 
you talk to peoples EMOTIONS. You can make your products 
or services scarce and expensive. On the other hand, if you sell 
NECESSITY, you talk to people’s LOGIC. You have to make 
your products or services available fast, and affordable. And 
that’s the business we're in.” 

“Tl be sure to remember it. But what did you mean by rev- 


enue-generating activities?” 
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“Of all a business’s operations, there are only two reve- 
nue-generating activities: marketing and sales.” 

While this last statement is not precisely correct per se, I 
remembered his words, and I’ve learned shortly after what a 
privilege it was to converse with our CEO, a sought-after leader 
and real gentleman, a straight-to-the-point kind of guy. Good 
insights always age well. It was in 1999, and his words have 
never lost their authority. The point I’m trying to make here is: 
among your low-value activities, marketing and sales deserve 
special attention. 

I can hear your thoughts from here: “What? Marketing is 
not a low-value task; it’s the most important thing in the world” 
Slow down. What I’m talking about in this section is spending 
your time implementing it. Marketing is an important role of 
yours ... as part of your strategy. But spending your time man- 
aging Google ads or Facebook ads is indeed a low-value activity. 
(Don't forget that you're reading a book about time manage- 


ment for business owners.) 


Marketing is vital for your business. 
That’s the reason why you have to 
delegate it to an expert—unless 
you’re a marketing genius, which is 
not the case for over 95% of us. 


Before coming back to this, let me zoom out a bit so you 


get the whole picture. Have you noticed the different types of 


business owners, when considering the size of their companies? 
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Some people struggle to reach the 6-figure threshold, 
most likely because they have an inability to focus. I have 
tremendous respect for them. I call them ROOSTERS, 
because they’re bold, independent, and proud to man- 
age their own businesses, but they can barely fly. 

Some business owners reach the 6-figure threshold 
because, despite handling most of their business’s oper- 
ations by themselves, they focus on the right things. 
Then, if they don’t start to delegate on a greater scale, 
they most likely stay in the region of $150k to $200k. 
I call them FALCONS, because they can certainly fly, 
and since they’re still small, theyre VERY swift and 
agile. But they don’t fly to great altitudes. In addition, 
when falcons stop flapping their wings, they often 
begin to fall (other birds with greater wingspans can 
use wind currents to keep them soaring for impressive 
lengths of time). 

Business owners who focus on the right activities and 
who delegate up most of their operations are the ones 
who get to the million dollar milestone fastest. I call 
them HAWKS: they delegate a lot of the important 
stuff, so they’re not as fast anymore; but they are big- 
ger, fly higher, and fly longer. In addition, they’re able 
to spend a lot of time in the air without flapping their 
wings at all. You get the analogy? 

Those owners who focus on $10k/hour activities man- 
age to find their way to eight figures sooner or later. I 
call them the “EAGLES”, because they're even bigger 
and fly higher than hawks. 
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Let me emphasize a critical distinction between the fal- 
cons (6-figure business) and the hawks (7-figure business): the 
essential difference is that hawks delegate most of their opera- 
tions. That's the only way to turn a falcon into a hawk. Without 
massive delegation of the operations, falcons are condemned to 
their station in life forever. Period. 

That’s the reason why so many business owners, especially 
among those who provide services, get stuck forever around 
$100k to $200k a year in revenue. Only so many tasks can be 
carried out by ONE person. Therefore, you need to devote the 
least amount of your personal time to low-value tasks, includ- 
ing sales and marketing (unless either is your core expertise), to 
overcome this step and reach the 7-figure stage. 

Now let me tell you the most important difference between a 
6-figure business and a 7-figure business, and the most import- 
ant difference between a 7-figure business and an 8-figure busi- 


ness, from a marketing and sales standpoint. This is critical. 


6-figure to 7-figure: the Rule of One 


To grow a 7-figure company, that is, to become a hawk, you 
must apply the Rule of One from the beginning of your busi- 
ness’s life. Have ONE business. Have ONE target market. Have 
ONE product. Have ONE conversion tool. Have ONE traffic 
source. Have ONE offer. 

If you want to reach $1 million in revenue fast, that’s what 
you need. If you have two companies, five target markets, fif- 
teen traffic sources, twenty-five products, and you change it all 
every month, how do you possibly expect to succeed? That’s the 
exact opposite of focusing. The fastest way to reach the 7-figure 
ceiling is apply the Rule of One to yours. Apply it at the earliest 
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possible opportunity, even as early as launching your business. 
That’s the best way to avoid wasting your time. 

The formula has worked time and time again in every niche 
I’ve entered or helped my clients with. Ask any million-dollar 
business owner, and they'll agree, at least in principle. Maybe 
one would add a couple of products if they’re in e-commerce. 
Maybe one would add a second offer to his first core offer. But 
you get the point: don't spread your attention, money, and time 
too thin. Focus is the name of the game. Put all your eggs in 
one basket. 

By the way, if you're really determined to give your work 
the necessary attention to grow an 8-figure business fast, you 
need to check out this free training. You'll find the most useful 
insights on focus you've ever come across—that’s exactly how 
I’ve been setting productivity records for 10 years: 


8FigureWorld.com/focus 


There's an old saying that goes something like this: “We 
have to bring more life to the minutes, not more minutes to 
life” In order to bring more life to the minutes, we must do one 


thing at a time. 


When you concentrate every 
fiber of your being on ONE 
thing, you become present and 
learn to live in the moment. 


Why do you think people go to Six Flags or do bungee jump- 
ing? Because they want to live in the moment, and be reminded 


of what it feels like to be alive! It’s only possible to experience 
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that when you thrust yourself into ONE thing. When they jump 
from the bridge, they don't think of their groceries list or their 
bills or their kids’ problems. They’re 100% present on this very 
activity. There are no other distractions. And growing a 7- or 
an 8-figure business is much more enthralling than any amuse- 
ment park in the world. I give you my word on this. 

The best way to sabotage what you're doing is to do a sec- 
ond thing at the same time. If you want to know the ugly truth 
about multitasking, you can watch a video I’ve made right here: 


8FigureWorld.com/multitasking 


7-figure to 8-figure: Horizontal Growth 


From a marketing and sales standpoint, there are two ways to 
grow your business: either you get more customers or you make 
them worth more (by maximizing the value or frequency of 
their purchases). 

Increasing customers is vertical growth. Making each of 
them more valuable is horizontal growth. 

Up to around one million in sales, your first goal is to get 
more customers. Once you reach the 7-figure threshold, you 
start switching your marketing and sales strategies to increasing 
the value of your customers: how to make them buy more; how 
to make them buy more frequently; how to increase customer 
lifetime value (CLV). 

To sell you their magic beans, marketers often say things 
like, “If you put $1 in your marketing system and you get $2 
out, how much would you put in there?” Given the hypothetical 


promise of doubling your money, the obvious answer is often 
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something like, “As much as I have available.” That’s theory. It 
doesn't really work this way in the real world. 

If you keep pumping your money into acquiring new cus- 
tomers using a previously proven strategy, over time your ads 
will become less profitable, the cost of acquiring a customer 
will get higher, and your margins and returns will diminish: 
this is the law of diminishing returns. Whereas, in increasing 
the value of your customers, you'll substantially increase your 
margins and bring in new business from referrals. From seven 
figures, your goal is to strengthen your steady base of satisfied 
customers that generate stable and predictable revenue. 

Developing a recurring revenue stream is the Holy Grail, 
especially if you plan to sell your business. This is the golden 
gate to freedom because buyers go crazy for this kind of com- 
pany. But it’s important not to get carried away with our emo- 
tions. This is your marketing STRATEGY. You're the owner, 
founder, investor of your company, and maybe also the CEO. 
It's NOT your job to implement this. 


THEORY 


If youre not an expert in marketing or sales—scratch that ... let 
me start again. If you haven't had TREMENDOUS results, to 
the point where people ask you for advice, that’s an activity you 
shouldn't be doing personally. Especially if you want to reach 
the 7-figure threshold. 


If you keep working on your marketing 

and doing the sales by yourself while 

you’re not good at it, you’re slowing 
down the growth of your business. 
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You read that right. Instead of delegating it, if you person- 
ally take over one of those important activities (your market- 
ing strategy for example), while its NOT your specialty, you 
transform it into a low-value task. A high-value activity can 
yield low-value results because of your close involvement. You 
become a liability in your own business. Why is that? Because 
when you take into account the impact this will have on your 
business, in proportion to the time it actually takes you, the 
chances are youre not going to generate much value. 

After all, what is marketing? It’s sales done via a SYSTEM. 
Not sales done by the owner. Keep marketing at a strategic level. 
Indefinitely. As for marketing operations, as soon as you can 
delegate it, leave it to someone else, for once and for all (gener- 
ally when your business exceeds $100k in revenue). 

That's it for the theory. 


REAL LIFE 


In real life, to be able to apply this theory, you need some finan- 
cial resources. Now, even if you're just starting your business, 
it’s unlikely that you're a pro at marketing and sales, and it’s 
likely you're short of money. But these activities still need to 
be done. At this stage, if you can't delegate your business's sales 
and marketing function, you'll have to do it by yourself, even 
if youre not an expert at it. You'll need to scour information 
online, or in print, or harvest knowledge directly from the peo- 
ple you have around you. Then try, test, and get the job done. 
That’s not the best solution, that’s just the best outcome for this 
situation. 

That’s what most entrepreneurs do. I’ve done it. Most of us 


have earned some money this way ... and consequently wasted 
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a lot of time in doing so. More often than not, the process is 
slow and fastidious. But at least it’s moving forward. 

Do it for a while—that’s okay. It'll enable you to grow your 
business to six figures. Then if you want to go higher and free 
up more of your time, delegate up as soon as possible. Again, 
that’s where most people get stuck in the growth of their com- 
panies. That’s what 95% of entrepreneurs miss: they might have 
had some kind of early success, so they spend their hard-earned 
money on an immediate reward. 

They probably think their businesses are going to trade 
forever. This mindset is the beginning of the end for many. At 
best, their businesses will peak at this growth stage and decline 
thereafter. On the other hand, in postponing your reward, you 
give yourself a better chance of securing a reward of greater 
value at a later stage. Your time will come. 

Apart from the 8- and 9-figure business owners I’ve worked 
with personally, I've been a long time Kiyosaki disciple, and so, 
as a rule of thumb, my personal spending policy is as follows: 


— If I cant buy an asset (like a property) twice, I can't 
afford it. 

— If I can’t buy a liability (like a car) ten times, I can't 
afford it. 


Call me frugal. Your goal at this stage is to save money to be 
able to hire the best people for your revenue-generating activi- 
ties: marketing and sales. That's the key. The difference between 
handling marketing or sales by yourself and delegating it to the 
right people, when it’s not your area of expertise, is tremendous. 
As long as you do it by yourself, your business is taking baby- 
steps (unless you've discovered a latent talent along the way that 
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you never knew you had); whereas when you give the work to 
the right people, youd better be ready to take off. 


Delegation is the most critical 
step in your business’s life. And 
it’s the ONLY road to real wealth. 


While ever you can afford it, be sure to find the best people 
to accomplish a given task, especially when it’s an important one. 
Delegate as soon as you can, even if it’s at the cost of your short- 
term profit. I know it hurts. They’re called GROWING PAINS. 

Now, if marketing or sales IS your expertise, that is, if you’ve 
already had great results by doing it, then great! Continue tak- 
ing care of that part of the business—or at least stay involved to 
some degree until you hit a certain growth stage. 

To grow a 6-figure business, you need to get rid of the 
no-value activities, focus on ONE thing at a time, and save as 
much money as you can to be able to hire the right people. 
Then, to grow a 7-figure business, keep focusing on only ONE 
thing at a time and delegate your business's operations, includ- 
ing your sales and marketing. To grow an 8-figure business, 
delegate all of your sales and marketing if you haven't done so 
already. Even if you're great at it, you need to invest your time 
on more valuable activities. 

If youre a marketing genius, maybe you'll realize you're 
doing a much better job as a marketer than as a CEO. Are you 
doomed to become an employee for the rest of your life? No, 
you can be the founder of your company and realize that you 
need a better CEO than you are, in which case, you'll be more 
useful to the company as a CMO, for example. You just have 
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to hire or partner with the right guys, the ones who have skills 
that you lack. I myself wasn’t the CEO in half of the successful 
ventures that I had. 

Never forget the main question that should drive your deci- 
sions: WHAT needs to be done? Once you have the answer, the 
second question is: WHO is the best person to get this done? If 
it’s not you, you'll have to hire that person (unless you're ready 
to become that person). 


80/20 MARKETING 101 


I’ve worked closely with private equity groups for years and 
have seen up close how they improve and turnaround the com- 
panies they take over. This ought to be a whole new topic for 
another book, but let me briefly tell you the very first thing they 
do. As mentioned in the earlier sections of this book, most of 
your profit comes from very few of your products or services. 
For any company, there are products that are more profitable 
than others. More often than not, approximately 20% of prod- 
ucts make 80% of profit, grossly stated. Maybe it’s 5%-60%, 
maybe it’s 25%-90%. 

The fact is—and I know from personal experience—that 
business owners don't know where their profitability is com- 
ing from after allocating all costs. Business owners dont really 
bother looking at the financials under a microscope, as long as 
their company is doing well. They ought to devote their mar- 
keting efforts to directing clients’ attention towards these most 
profitable products. Why would you want your clients to buy 
products that are less profitable to your business? 

The same thing applies to your clients. In most industries, 
small clients pay high prices, but sometimes they have a high 
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cost to serve, whereas big customers take on large volumes and 
may be easier to deal with ... but they screw you down on price. 
Therefore, business owners never know who their most prof- 
itable clients are, after allocating all costs—which really pisses 
me off. At times, I feel like I care more about their companies 
than they do; but at least it’s easy for me to diagnose their prob- 
lems and build a roadmap to improve the profitability of their 
business. 

So the first thing to do is to sort the clients out to find the 
10-25% most profitable and market to them the most. Second, 
find a couple of upsells. Make surveys and create new products 


and services for them. 


Remember that finding a new client 
costs on average 7x more than 
reaching out to an existing one. 


Does this contradict the Rule of One previously stated? No. 

As you've read it, my advice is to concentrate all your efforts 
in getting new clients until you hit the milestone of around a 
million in sales. From there, you have enough to play with to 
maximize your clients’ profitability with new offers. And from 
there, you can sort out your offers, keeping the most profitable 
ones and directing your clients towards them. 

Dont stop there. Drill down further. In the 25% of your 
clients who bring you the vast majority of your business's profit, 
identify the top 10% who are your superstar clients, and market 
new special products to them. Take care of them. Send them 
special gifts. Cherish them. There you find your real fans, those 
who will buy from you each time you offer something new, 


186 


DOING MARKETING AND SALES 


those who like you, those who are ready to pay more to deepen 
their relationship with your company. 

Study their demographics and find other similar clients, 
and market to them as well—following the same approach, 
whether it’s on Facebook, YouTube, or wherever your clients 
typically hang out, whether digitally or in person. 

Business owners who understand this make a real difference 
in the market and in their lives. I want you to understand that 
this 80/20 phenomenon has nothing to do with being average. 
Dont think average, think leverage. Think in terms of leverage, 
multiples, and compounding. Business growth is rarely linear. 
Each level brings with it greater multiples of ten, in a way not 
dissimilar to the Richter scale when measuring earthquakes. 
Each gradation represents an outcome with greater magnitude. 
Top performers arent twice as good as average ones, they're 
more like 10x or 100x better. When putting together the jig- 
saw of all your associated costs, your best customer, your best 
product, your best employee, and your best marketing strategy, 
you'll see that it can bring you up to and in excess of 100x more 
sales than an average system. 

That's a marketing and sales strategy I used myself when 
I bought businesses, alongside some other low-cost measures 
which are easy to implement, such as referral programs, tes- 
timonial broadcasting, mini eBooks, marketplace reports, 
or newsletters. But just by identifying and working with the 
10-20% most profitable clients and products, you can easily 
double the value of any company in a few months. 

By the way, to grow your company, you can of course grow 
it organically as we've seen, but you can also grow externally. 
Growing through acquisition is the single quickest way for a 


187 


THE 400-HOUR WORKWEEK 


company to increase its value overnight. But that’s a whole new 


topic for another book for another time. 


MISUNDERSTANDING 


You may or may not have heard the saying: “People buy emo- 
tionally, then justify logically” 

For some reason, in recent times, many now tend to inter- 
pret it in more extreme terms: “People buy emotionally. Period.” 
Consequently, the misconception is that customers are fools 
who dont rely on logic but only on their emotions. 

Of course, nothing could be further from the truth, espe- 
cially if you sell to sophisticated people. Here’s what the saying 
actually means: people are attracted to your product and are 
ready to buy ... IK, and only IF, you give them compelling rea- 
sons to reinforce their first feeling. People need substance, data, 
and facts. 
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HANDLING OTHER 
BUSINESS OPERATIONS 


Accounting, fulfillment, customer service, IT, design, legal, 
R&D, buying, inventory: all these activities barely generate any 
revenue. All these activities need fulfilling, but to grow an 8-fig- 
ure company, none of them require YOU to devote your time to 
them. It’ your job to get everything done, but you don't have to 
be the one who does everything. 

You know the saying: “If you want something done right, 
you have to do it yourself” You’ve heard this sentence hundreds 
of times. Let me tell you why I disagree with it. 

Maybe if the sentence was: “If you want something done 
PERFECTLY right, and you want it right away, you have to do 
it yourself? In that case, I would tend to agree. My objection is: 
do you really need everything done perfectly? Aren't you better 
off doing something more important, more meaningful, while 
leaving the low-value activities to someone else? 

Who’ working on your business's strategy, if you're fixing 
things on your website? Whos doing the public speaking if 
youre busy trying to figure out some legal stuff? Who's watch- 
ing the finances, if you’re doing customer support? Delegating 
down consists of choosing the right people to do the small 
things right. And I mean right. If you really want them do be 
done perfectly right, then give your people the appropriate 
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training. Until then, some things don't need to be perfect, so 
you can delegate them to someone who'll get the job done to a 
good standard; doing so allows you to move on to high-value 
tasks, which is the ultimate goal of delegating down. 

It’s like letting your kid clean the car. Does it need doing? 
Yes. Does it need doing PERFECTLY? No. Good enough is 
enough. If you want your kid to GROW, to be more mature, and 
finally be independent, you have to relinquish control. More 
importantly, let your kid do it again, and the standard will get 
better each time. The worst result you'll get is usually the first 
time. After that, seek to coach them and help them refine it for 
next time. You can't be there all the time—for their own good. 
Having a business is much like having a child, at times. It needs 
nurturing, support, practice, but there comes a time when it has 
to stand on its own two feet. 

Among the activities that distract many business owners 
in the beginning of their journey is handling their customer 
service processes by themselves. But this needs to be delegated 
as soon as possible. This doesn’t mean that customer service 
isn't important. Quite the opposite! Yes, you have to deal with 
potential customers, but you can’t spend your time with just 
anybody willing to buy your products or services. Can you 
imagine Jeff Bezos spending half an hour talking to someone 
in the street about the advantages of being an Amazon Prime 
member? It’s foolish. 

Actually, you want to delegate customer service for two 


reasons: 


— First, because however you look at it, it’s a low-value 
activity. There’s plenty of people ready to do it for 


a low cost. 
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— Second, because you want somebody entirely devoted 
to this activity—somebody whose entire job is to wel- 
come, please, and guide your hard-won clients. 


You need to give them clear guidelines, train them regularly, 
and let them know that the work is of the utmost importance. 


You want your business’s customer 
service to be a gold standard in your 
industry. It shouldn’t be hard, given 

that most customer services suck, 

especially in big corporations. 


Train your people to answer queries very quickly. When 
your business receives an email or phone call from a client, 
train them to respond as soon as possible, even if they don't 
always have a solid answer. Following up immediately builds 
trust and demonstrates to your clients that you value them 
and their business. Do it especially for important clients; yes 
there are clients who are more important than others for your 
business; and that’s the reason why you need someone entirely 
devoted to this task. 

You should be in the habit of periodically conducting sur- 
veys to know how your clients evaluate your customer services, 
and closely monitor the results. Make it a priority from the very 
beginning, because you need recurring clients and you need a 
stellar reputation in order to reach a wider audience. Once you 
find great people who make your clients feel awesome, those 
will be the ones who will train your new recruits and pass on 


their savoir faire. 
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BOOKKEEPING 


In the early days of your company, you'll have to perform a 
wide range of duties. Low-value finance tasks (bookkeeping, 
invoicing, collecting money, setting up payment methods) are 
the ones business owners are often reluctant to delegate because 
they believe the subject to be highly sensitive. 

Each of these tasks takes enormous amounts of time away 
from business owners, doesn't bring in additional business, and 
can be easily delegated to professionals. In the beginning, you 
can do it yourself as long as it doesn’t take up too much of your 
time. But when the time comes, hire an external accountant or 
a freelancer, and send over your stuff to them. This is typically 
the kind of work that would take you weeks, while an expert 
would take care of it in twenty minutes flat! 

Until your company reaches a certain size, you don't need a 


full-time employee for that. 


INVOICING AND COLLECTING MONEY 


Automation can handle this for you, and I highly recommend 
it. It’s inexpensive, and it'll allow you to easily track which cli- 
ents aren't paying on time. In addition, automated reminder 
messages don't trigger any tension or shame from a client's per- 
spective, at least not when compared with speaking to someone 
on the phone. 

If it’s necessary to chat, you can hire somebody to make 
the phone call on your behalf, for an administrative one-time 
job using Fiverr or Upwork. It’s better to not be involved in the 
payment process because it puts you in an awkward position 


with those you want to nurture a relationship with. That’s why 
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intermediaries are used. It allows you to remain on good terms 
with your customers. 

You can also get your virtual assistant involved in the send- 
ing of emails. You don't want to deal with that either; it’s a waste 
of YOUR time. If necessary, ask your accountant to step in. 
Communication coming from an authority in the field is always 
taken more seriously. As a last resort, ask a lawyer to do it. You 
can find affordable ones on websites such as rocketlawyer.com 
or legalzoom.com. Besides, a one-time job can often develop 
and lead to a long-term collaboration. 


PAYING YOUR BUSINESS’ BILLS 


This is one of the few exceptions which I suggest to NEVER 
delegate it, at least not above a certain amount. In my med- 
ical device company (low 7-figure business), I was handling 
every payment of more than $1.5k and asked my managers 
not to bother me with claims of less than that. For my nutri- 
tional supplement business, when I was making low six figures 
in revenue, the amount was $250. Even then, I closely moni- 
tored expenses. It won't take much time, as you're the one who 
knows at a glance if there's a discrepancy or any incoherence 
in your expenses. Control every dollar that goes out of your 
company. We're talking about your business's cash flow: your 
hard-earned money. 

Note: financial analysis and forecasting is a high-value 
activity, and not to be mistaken with the low-value accounting 
tasks mentioned above. Negotiating a loan or a line of credit is 
also a high-value activity, so this is not to be delegated. 
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REACTING IMMEDIATELY 
TO NOTIFICATIONS 


At first, when the only social networks out there were essentially 
Facebook and Twitter, I thought that reacting immediately to 
notifications and stopping what you were doing was a typical 
teenager impulse ... until I personally saw some small business 
owners doing the exact same thing over and over again on pur- 
pose. If it wasn’t on purpose, why would these people keep their 
computers and phones pinging all day? Everyone knows it pos- 
sible to set it up otherwise, so it’s a conscious choice NOT to. 
In fact, studies show that this is a symptom of psychological 
dependency, which is a serious topic. In other words, they're 
addicted. People who rely on their phones the most, and feel 
anxious without these alerts, don’t actually feel better when 
they do check their messages and updates. They tend to have 
higher levels of stress, aggression, distraction, and depression, 


not to mention lower self-esteem. 


Is it a good thing to be available 
to everyone, everywhere, all the 
time? Yes. But for whom? Only for 
the people trying to contact you. 
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But for you? HELL NO! Think about it: these people live in 
the notification world, that is, the reactionary world. In essence, 
they're saying, “Tell me what you want from me because I don't 
have anything else planned.” They're conditioned to RESPOND 
and not to use their own initiative. 

That’s why they can't go sixty seconds without checking a 
text, email, DM, call, update, or alert. What a NIGHTMARE! 
What is good for us in the short term (temporal relief, comfort, 
immediate reward) is not good at all in the long term. The only 
thing that matters and that should guide your choices is that 
which concerns the LONG TERM. 

You must be aware that there are thousands of people on the 
other side of your screen whose job it is to make you addicted 
to it, and the best way they have found is to bring you back to 
your phone as fast and as often as possible through these darn 
alerts. It’s not unlike the cigarette industry which gives custom- 
ers more of what they want, despite its harmful effects. 

“But if I follow your advice, I would miss some critical 
message from an important client!” you may object. That’s the 
tricky part: it’s in the beginning of your business owner jour- 
ney that you need the quiet time to work on things that matter. 
But it’s also at this stage that the last thing you want is to miss 
a prospect's request or a client's update. That’s also the reason 
why this activity is not on the RUSTY list: valuable messages do 
of course come through from time to time. 

The reality is that the demands of others are never about 
the highest leveraged activities that you need to work on. Your 
most meaningful work is rarely related to your notifications. 
That's why the more your business grows, the less you care 
about other people’s messages: first, you'll learn firsthand that 
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they were never that important after all; second, you'll have 
somebody to handle them for you. 

That changes everything. 

lll never forget the study that says that it takes twenty-three 
minutes for workers to get back on track and focus after a short 
distraction. Can you just imagine how many hours/weeks/ 
months of productivity went up in smoke due to that problem, 
over the course of your working life? 

Here's your homework, if you’ve not already done it: turn 
off alerts for ALL your social media accounts, and for your 
emails; and use the airplane mode on your phone, especially 
when you work on something that requires an uninterrupted 
block of reflection time. 

If you need accountability, that’s what I am here for. 
Sometimes, just a little guidance in overcoming challenges 
around your impulses and level of emotional restraint, can trig- 
ger a decisive shift in your life. Feel free to schedule a call with 
my team. Let’s see how I can personally help you on mastering 
your time management—just get ready for some intensity and a 


radical transformation: 
8FigureWorld.com/call 


More often than not, it’s much faster to learn what you dont 
know, than to BECOME what you know. Reread the last sen- 
tence, and you'll understand the reason why most people actu- 
ally need support ... and the reason why most people can read 
a myriad of fantastic books without producing any concrete 
results. It’s not just about acquiring the knowledge; it’s about 


the transformation process. 
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Again, don't be mistaken: going from “don't know” to 
“know” is much easier than going from “know” to “be”. The 
first step is like a large, pleasant but crowded road that is very 
short. The second is long, steep, and almost desert: that’s why 
the vast majority of people don't take it. They prefer taking 
another short and easy road, i.e. acquiring another theoretical 
knowledge. And another one. And another one. And another 
one. They prefer piling knowledge than taking the road less- 
taken of transformation. But knowledge alone can’t do much 
for you. As it stands, it’s just entertainment. I’ve already helped 
clients of mine to create life changing results—as an M&A con- 
sultant and as a time management coach. I’m ready to do the 
same with you: to guide you on the LESS TAKEN ROAD. 

Personally, I turn off my phone for many hours during the 
day. Most of the time, the only two people who can reach me 
are my wife and my assistant. You know very well that high per- 
formers rarely take calls that aren't scheduled. That’s the reason 
why they're so hard to reach, otherwise they would have to hang 
on their phones all day long. Dealing with calls, notifications, 
and alerts isn't their top priority. Yes, you can keep notifications 
turned on for the apps you really need to stay on top of, but 
don't fool yourself. Unless it’s related to your work, I suggest 
turning off everything. Forever. 

Resist the temptation to check your emails, messages, and 
statuses every five minutes, and it'll contribute to a reduction 
in stress. Let that productivity be your new addiction. You have 
your work cut out trying to handle that internal monologue of 
yours (worries, deadlines, priorities). There's no need to add 
other distractions into the mix, especially when they're almost 


always a hindrance. 
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Youre in the process of creating your new normal. First 
start with one or two hours of uninterrupted work. No less. 
Then after a couple of days, shut off your alerts for half a day. 
Then a whole day—maybe with a break during your lunchtime. 
That's it. A brand-new habit, a brand-new schedule, and ... a 
brand new YOU. 


Make it harder for people to contact 
you. This way you ensure that only 
very important messages reach you. 


Never forget that your main job is to PROTECT YOUR 
TIME, with the goal of FREEING UP YOUR TIME. The reason 
I'm a huge advocate of this section is that this is an activity that 
enables you to LEVERAGE your time to a tremendous effect. 


EMAILS 


Dont give away your personal email address or phone num- 
ber. Give your business’s phone number and business email 
address on a daily basis. Then, if you get more than a dozen 
emails per day, hire someone to handle them as soon as it’s 
financially possible. 

Until then, don’t check your emails more than once or twice 
per half-day; that’s more than enough. If you feel like you're in 
a very time-sensitive industry, I urge you all the more to hire an 
assistant. Otherwise, how can you possibly get any job done if 
you get interrupted every ten minutes? That’s impossible. 

Get rid of your email notifications forever. You check them. 
They don't check on you. 
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PHONE CALLS 


The same thing goes for phone calls. Hire someone to handle 
your incoming phone calls as soon as it’s financially possible. 
Take your time to train them well. It'll pay dividends—fast. It’s 
NOT optional, it’s a must have! 

Think about it: what kind of a business is the one where the 
owner himself answers the phone? It’s NOT a business. That's 
a guy who bought himself a job and who’s more often than not 
struggling to make both ends meet. That’s someone working 
from the back of their car; that’s a teenager in their room; but 
that’s not a business. 

When you call a company, for example, your energy pro- 
vider, do you expect the owner to answer the phone? Of course 
not. If someone wants to talk to you, and if you agree, then you 
have your assistant schedule them a call with you. If someone 
calls you and you answer, and it wasn’t a planned phone call, 
you have just tacitly agreed to do business on THEIR terms. 
That's really what you’re CONVEYING. 

When you SCHEDULE a call, it’s on your terms. If you 
think I'm exaggerating, try it. I promise you will never go back 
to the old bad habit of, “I answer all my phone calls?” Once your 
phone calls are planned by your assistant, you'll notice a phe- 
nomenal difference in the way people talk to you on the phone. 
All of a sudden, they’re way easier to deal with because they've 
realized that you are not easy to reach, so they're reluctant to 
mess you around. They know your time is precious. That’s what 
we callan AUTHORITY STATUS. 

People respect those who defend their time. The simplest 
way to defend your time in this day and age is to kill all the 


notifications on all your devices. Don’t even get me started on 


200 


REACTING IMMEDIATELY TO NOTIFICATIONS 


those smartwatches. There's nothing smart about knowingly 
inviting incessant distractions into your daily life. The purpose 
of a watch is to help you keep track of time, not to lose track 
of it. People are slowly beginning to look more and more like 
androids each day. We already have access to supercomputers 
in our pockets that are more powerful than a 1969 NASA com- 
puter. What else on God's green earth do we need one strapped 
to our wrists for? A notification to let you know you have a 


notification? 
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NO-VALUE 
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($0/Hour) 


RUSTY ACTIVITIES 


No Work: No Future 
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The below activities must forever remain on your NOT-TO-DO 
LIST. These are the total time wasters that pollute your schedule 
and delay the realization of your big vision. Keep in mind that 
each time you say yes to a no-value task, you say no to a very 
important activity. To reach the $100k threshold, you must kill 
your no-value activities FAST. 

You KNOW deep down that you shouldn't do this; and you 
even know what you should be doing instead. Acrasy is when you 
know what you have to do BUT you do something else. You're 
sabotaging your own decision when you act against your own 
better judgment. Acrasy, or lack of self-control, is the mother 
of procrastination. But for some reason, people talk about the 
effect (procrastination) and not about the cause (acrasy). 

If you wish to know more about this whole topic, and defi- 
nitely get rid of what makes your life more difficult, you're wel- 
come to go here and watch a video about my exclusive and rad- 


ical method: 
8FigureWorld.com/procrastination 


Now, if YOU aren't in control of your own actions, who is? 
If you work with me personally, I help you answer this question 
on a case-by-case basis. For now, here’s a solution: each time 
you find yourself wandering onto useless websites or doing any 
unplanned activities, I suggest you sanction yourself by hitting 
where it hurts: your finances. Give away $10 per minute that 
you waste, or $5, or $2, but not less because it HAS to hurt. Only 
then will you come to understand how valuable your time is. 

What's even more important is to WHOM you give the 
money. It shouldn't be a charity of your choice. What kind of 
a sanction is that? If anything, that would constitute a reward. 
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Instead, you should give this to an organization that you 
DESPISE. That’s how you sanction yourself. You can't feel any 
worse than when helping people who youd rather see fade into 
irrelevancy. But you must commit to it, no matter how painful 
it is, because it’s this pain which will prevent you committing 
further breaches. I can tell you that in applying this technique, 
I myself stay focused on my initial plan ... down to the T. It’s 
like in chess, when a threat is so intimidating that it forces you 
to change your behavior, without even needing to execute the 
impending move. This sheer threat (having to finance an orga- 
nization you despise) will force you to take a backward step to 
avoid the consequences. 
Now that’s radical. 
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CHITCHAT, GOSSIP 
AND SMALL TALK 


Chitchatting is casual talk or gossip. But nowadays it includes 

written communication like texts, tweets, WhatsApp messages, 

snaps, and no doubt a load of other instant messaging platform 

apps. We humans are naturally attracted to gossip, and if we're 

not careful, we get caught up in a web which is hard to escape. 
Remember this: 


— Idiots spend their time talking about other people. 
— Ordinary people spend their time talking about events. 
— Intelligent people spend their time talking about ideas. 


We're all ordinary and idiotic sometimes, but our goal as 
high achievers is to spend most of our time as intelligent peo- 
ple, by having clever conversations. As for slander and discus- 
sions that lead nowhere, avoid them like the plague. 

Do tread with caution, however. There are times when a 
conversation might appear as though it’s mere chitchatting, 
while in reality it’s bringing people together. It’s building a 
bridge between two people—an important activity that was ear- 
lier discussed in the subsection Cherish Your People. 
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A friend of mine owns an office supplies company, and 
every other day he goes to the warehouse cafeteria during 
lunchtime to meet his blue-collar employees. While he engages 
in casual conversations with them, his aim is to keep an eye on 
the morale of troops. He told me he notices when an employee 
is underperforming and can often perceive when something 
else is going on in their life, because he knows his people well. 
It's then easier to help this person out. He may start by talking 
about his weekend, sport results, or movies, before addressing 
the real issue, but in engaging in small talk, people often let 
their guard down, especially if you show you actually care by 
taking the time out to talk to them. 


You’re not a machine; you’re a human 
being with social needs, and it’s 
your duty as a leader to facilitate 
the building of relationships. 


If youre unable to have deep, transformational conver- 
sations with one of your employees, it might still be better to 
exchange a few words about anything than having no exchange 
at all. What you convey is more important than what you say. 

All conversations that don’t contribute to your GRAND 
VISION need to be eliminated. To reiterate an important point: 
comforting, supporting, and boosting people's morale around 
you falls under your remit as a business owner. That’s not to be 
confused with chitchatting. Nurture useful conversations and 
kill gossip. 
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READING NEWSPAPERS 
AND MAGAZINES 


There are still people who think that reading newspapers is a 
task related to their work, because they have to know what's 
going on. Nothing could be further from the truth. Reading 
newspapers might make you feel like you're working, perhaps 
because they're often written in sophisticated language and 
business spiel, or perhaps it’s because you're often introduced 
to a subject you're unfamiliar with. Let me tell you this: even if 
it makes you feel less stupid than playing games on your phone, 
reading newspapers is almost as unproductive. 

Out of the hundreds of news stories you may have read in 
the last year, did one ever allow you to make a better decision 
about a serious matter in your life? Did one ever give you the 
upper hand on anything? Did one ever help you win a client, 
give your children good advice, or guide somebody who needed 
your help? 

I know the answer, and so do you. 

Most of the things you read in newspapers doesn't concern 
you. Worse, reading them doesn't require much thinking on 
your behalf. As Mark Twain said, “If you don’t read the newspa- 
per, you are uninformed. If you do read the newspaper, you are 
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misinformed.” He stated this over a century ago, and it would 
seem little has changed. 

The state of mind of the people who buy newspapers (or 
watch news on TV) is: “What am I going to think about today?” 
But what drives people to search for this information? Is it what 
we call the FEAR of missing out? Fear indeed. From a psycho- 
logical perspective, negative news and damning headlines sell 
because they evoke feelings of FEAR and ANGER. Positive 
news stories are largely underwhelming and forgettable. 

In order for media companies to generate revenue and sell 
more stories, theyre looking for headlines to evoke fear and 
enrage you. Once you're hooked on a particular story, you're 
likely to keep coming back to that same source for more of the 
same. It’s nothing personal, just business: the purpose of the 
media is to enrage you. But paying attention to the news is an 
unnecessary distraction from your grand vision. You need to 
blot it out; any truly important events happening in the world 
will rise to the surface and you'll know about them anyway. 
Trust me, if there’s something you absolutely NEED to know, 
you ll know. 

When the Notre-Dame cathedral was burning in the center 
of Paris, my beloved city, on April 15, 2019, I was on airplane 
mode. Yet I still knew about it ... somehow. I can't quite recall 
how I found out about it. News that really affects us just has a 
way of making itself known to us. 


In order to reach your goals, you 
must free yourself from anything 
that diverts you from these goals. 
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This includes avoiding parasitic news. Information is no 
longer a scarce commodity. Quite the opposite, in fact. Your 
time, focus, and energy are scarce commodities. 

All the people who’ve ever lived in communist countries, 
including my father, know that one of the characteristics of pro- 
paganda is that it’s usually imposed on us and blows up in our 
faces even if we don't ask for it. Those living under a regime 
often have to search, dig, and question to discover the objective 
truth. Failure to do so is to condemn yourself to a life of misin- 
formation; those fairy tales for grown-ups. In addition, news- 
papers not only tell you what to think, but also HOW to think. 
If you want the truth, you have to dig and look for it yourself. 

If you happen to be interested in something you've read in 
the newspapers, again, dig up further and buy a book or two on 
the topic. Weigh up both sides of the argument. Newspapers 
and news in general are forms of morbid entertainment—it’s 
information, but not the right sort. In essence, the media is like 
fast food for your mind disguised in Kobe beef. 

As Nassim Taleb puts it, “To be completely cured of news- 
papers, spend a year reading the previous week’s newspapers.” 
It's like looking at the previous week’s weather forecast: you 
really don't care about it. It doesn’t stand the test of time. That's 
actually the secret to all of this: if something doesn't pass the 
test of time, it’s not worth reading or knowing about. It’s not 
education, it’s entertainment. 

On the other hand, there are books that have been written 
decades or centuries ago, that are more relevant than ever. 

As for magazines, they’re usually shallow and don't bring 
much in the way of enlightenment to our lives. Even educa- 


tional magazines like Success, which I used to read over fifteen 


2II 


THE 400-HOUR WORKWEEK 


years ago, are always discussing the same topics. Once you've 
read three or four of them, you've read it all. Every monthly 
issue, they come back with the same subjects but with another 
person's slightly different take on it. I used to read Muscle & 
Fitness over twenty years ago, but there’s only so many muscles 
in the human body. I soon realized that the articles were very 
similar and that the same content was being regurgitated over 


and over again. 


CONFESSION 


Sometimes when I sit down in Barnes & Noble with my kids, 
I still like to open The Rake or The Robb Report. I like great 
clothes and the finer things in life, but I’m always mindful that, 
while these magazines can inspire us, I try not to get foolishly 
absorbed in them, staring at $50m mansions and $500k watches 
for excessive lengths of time. 
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BINGE WATCHING AND 
MINDLESS SCROLLING 


The sun on my face wakes me up at around 7:30 am... 
Yesterday I was at Key Biscayne for the Miami Open 
(tennis tournament) to see Rafael Nadal crush my mate 
Jo-Wilfried Tsonga. Then I went back home and went 
to bed at around midnight, after watching CASINO 
ROYALE for the 3" time that week. I think I could 
watch the opening scene twenty times in a row without 
blinking. It’s one of my all-time favorites. Then, after 
spending an hour on my phone reading messages and 
playing stupid games like Paper Toss, I finally fell asleep. 

Today, it’s April 1st 2010, [m in my condo in 
Miami... and I’m starving! I eventually stumble out 
of bed and go in search of food in my kitchen: waffles 
and pancakes smothered with maple syrup and pea- 
nut butter. 

After a shower, I finally open my laptop and start 
working. Well ... after checking the latest sport news. 
The Cleveland Cavaliers are impressive. This must be 
their year ... It's finally 10:30 by the time I get round 
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to checking my emails. Nothing important—but I still 
spend almost half an hour there. 

I finally decide it’s time to get to work and make 
a phone call: a BUSINESS phone call. The guy doesn’t 
answer, but at least I feel like I tried. 

11:15: a friend of mine calls to say he’s around. Let’s 
have a drink! 

The drink turns into lunch, and I find myself head- 
ing back home at 15:00. I think to myself that it would 
be better to hit the gym earlier today, because it’s always 
too crowded later in the afternoon. So I do, and after 
taking a shower, I go back to my desk around 16:30, 
where I watch a couple of movie trailers and browse the 
web for things more or less work related until 18:30, 
when I finally decide to call it a day. 

I like my life to be planned like sheet music. 


There were times in my life when I lost control of my sched- 
ule for weeks, even months... although I already knew a lot of 
things about managing my priorities and schedule. I knew what 


needed to be done, but I didn't do it. I was victim of acrasy. 


Referring back to the Orson Welles rule, in the above sce- 


nario, I had the script, but my character didn’t follow it because 
I, as a director, let too many things and people interfere with 
my schedule. Here’s a recap of your three roles which you must 
carry out to see the movie of your life through to its conclusion: 


— WRITER: You write the script of your ideal life (who 


you want to be, your goals, the place). 
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— DIRECTOR: You prevent anybody and anything from 
sabotaging the progress of your life’s movie. You are in 
charge of the NOT-TO-DO tasks. 

— PROTAGONIST: You follow the script as a hero. You're 
in charge of the TO-DO tasks. 


As you can read in the story above, I as a director lost con- 
trol. For me, these empty periods of time always happened after 
a huge financial success. In this example, I'd just sold my first 
business for a 7-figure amount. It must have triggered a Mission 
Complete message in my mind, as if I'd achieved self-actualiza- 
tion and my potential was fulfilled. 

The same thing happened to me two years before when I 
sold a piece of real estate and made a huge gain. Again, I spent 
the following months living my life in slow motion, mainly 
browsing screens for entertainment, whether on my laptop, my 
TV, or my phone. I had the same unconscious feeling, as if the 
goal was reached and there was no need to exert any further 
effort. Hence the importance of ongoing goals. 

In addition, these periods of time were not the happiest of 
my life, especially when they lasted for months. 

Fortunately, I've never been interested in social media. 
Indeed, not only has it become the most time-consuming 
online activity, but it also brings with it lots of complications 
for people who (ab)use them, such as chronic anxiety, attention 
deficit, addiction. 

Research has shown that excessive Facebook use can con- 
tribute to increased depression and loneliness, and a 2014 
study found that social media leads to a heightened degree of 
social comparison, which can lead to lower self-esteem. When 
you look at other people's lives, particularly on Instagram, it’s 
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easy to conclude that everyone else's life is better than yours (of 
course, nothing could be further from the truth). 

During one study, when the participants cut down their 
social media use to thirty minutes per day, they experienced a 
“significant improvement in well-being” as well as exhibited a 
reduction in loneliness and depression. 

People, in particular those of the younger generation, some- 
times fail to realize that their online friends always upload the 
best things that happen to them OR simply make up things they 
want others to believe. I personally knew a woman who always 
put enviable pictures of her celebrating, traveling, and social- 
izing with the sole purpose of making her ex-husband jealous. 
She wasn't pursuing this lifestyle for the pure hell of it; it was 
more important that her ex-husband had to see her seemingly 
enjoying herself without him. 

If you happen to be having such a great time where you 
are with your friends and enjoying the beautiful scenery, would 
you really interrupt the moment to take dozens of pictures at 
different angles, picking the best one, applying a filter, writing 
a lengthy caption, choosing hashtags, and commenting back 
to others? Come on! Your reality is probably closer to this: the 
atmosphere there is dull and youre bored as hell, but what peo- 
ple from the other side of the screen think is more important 
than your reality. 

From a time management perspective, screens will always 
be there to trap you. The slightest lapse in concentration and 
you find yourself binge watching crap on your smartphone or 
laptop. They're great and yet dangerous tools at the same time, 
because it’s possible to do clever and yet dumb things with them. 
It’s like fire—which can be both our friend and enemy—having 
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the properties to offer us heat, but when it gets out of control, it 
can leave a trail of destruction in its path. 

As long as you use social media, it’s good. But if they use 
you, youre in danger. Don't forget that if it’s free, it's because 
you are the product: they throw all kinds of stuff at you to keep 
you there. But if your mind is cluttered with garbage, you can't 
think optimally! This is common sense. 

It’s like with your physical energy: if you feel tired all the 
time, why would you drink a dozen cups of coffee and five cans 
of Red Bull instead of just getting rid of your bad dietary habits? 
So first, bulldoze the useless habits, and then build on your new 
foundations. That’s why I keep saying to business owners who 
arent earning a 6-figure revenue yet that their main problem is 
a lack of focus. Focus requires a clear mind. Do yourself a favor 
and declutter your mind to declutter your schedule; there's a 
whole new horizon right in front of you! 

As for TV, I'm of the opinion that watching it is 100% dumb. 
Very little good can ever come from it. Refrain from watching 
it if you're serious about moving closer to your grand vision. 
Once you get rid of binge watching, you open up a doorway to 
a realm of unexploited time: be ready for a quantum leap for- 
ward in your time management and thereafter in the growth of 


your business. 


You may not always know what 
exact activity you should be 
working on to maximize your time 
management, but I’m certain you 
know which activities don’t 
contribute to your grand vision. 
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Here's the difference: 


— For valuable activities, the most difficult part is not to 
work on them, but to precisely IDENTIFY them. 

— For the no-value activities, the most difficult thing is not 
to identify them (because you know them), but to NOT 
DEVOTE any portion of your precious time on them. 
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Recently, during a presentation I gave about The 400-Hour 
Work Week, I was asked to summarize my guide in a few words 
to someone who’ so busy he can't read it. As I told you ear- 
lier in the book, there are two kinds of people in the audience: 
people who look for tricks and tips which are actionable right 
away (those looking for the how to DO a certain task), and 
people who want to expand their knowledge and mental agility 
(those looking for how to THINK about a certain task). With 
that in mind, I knew I needed two answers, to get the double 
queen effect. Though, I didn’t want my answer to be a recital 
of the book’s sections, so I told them two things related to time 
management I had in mind, starting with my first queen, the 
actionable tip: 

“Here's the Rosetta Stone of time management. Always 


maintain a dual focus on: 


— What you are DOING. 
— What you and your business are BECOMING. 


The most important aspect of time management,” I contin- 
ued with my second queen, “isn’t what you do per se; it’s what 
you become, as a result of what you do. Let me give you the 
secret, the elixir of long life for your business, the philosopher's 
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stone of time management that shows you how to turn your 
activities into gold, not only in your business but also in your 
life. This is the secret of EXTREME PRODUCTIVITY and also 
the secret of HAPPINESS: 


Sacrifice what you want NOW for what 
you want LATER, that is, sacrifice 
what you want to DO for who you want 
to BE. Because it’s not about what 
to do, it’s about who you are. 


When you get this, your life changes forever.” 

As you've understood by now, time management is a much 
larger topic than what you read here and there in social media; it 
actually encompasses everything. Now youre equipped to have 
your 8-figure company. But what matters the most is not what 
you have, it’s what you are. You can easily lose what you have. 
But the real importance is in the transformational process: the 
person you've become by applying The 400-Hour Workweek 
principles can also easily build up another 8-figure company. 
That’s something nobody can take away from you. Hence the 
primary importance of who you've become. 

Then later that day, someone in the audience asked me, 
“What if someone follows your guide down to a T but wants to 
go even further? Is there anything else they can do?” 
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Here was the first section of my answer to those in particu- 
lar who want to know more about the how to DO: 

“There’s actually something NOT to do that most people 
are in the habit of doing: taking long breaks after completing an 


activity, or worse, during one. They go for a coffee, check their 
messages, waste time online before taking on the next valuable 
task they have in their schedule. Their daily waste is between 
sixty and ninety minutes. People tend to confuse the time they 
spend at work with the time they actually work. It’s not about 
working long hours, it’s all about the INTENSITY of your work. 
If you want to boost your efficiency, never underestimate the 
value of spare minutes. When you work on something and you 
finish it, jump right into the next valuable activity. No time out, 
no postponing, no delaying. Be disciplined” 

And I continued with a few words for people who wanted 
to know more about how to THINK: 

“I once had a conversation with one of the finest musi- 
cians of our time: David Osborne, known as the Pianist to 
the Presidents. As I myself used to play piano, we quickly got 
talking about work and talent. As per his own philosophy, there 
was no secret to his success other than: ‘Don’t practice until you 
get it right. Practice until you CAN’T get it wrong.” 

What he meant by that was there's always a way to go fur- 
ther to improve your skills. You might get it right once or twice, 
but should you stop there? Never. Hence the importance of 
ongoing training and repetition. 

I can give 200 other answers, and we could talk about The 
400-Hour Work Week forever ... Why is this activity so import- 
ant? Why is the concept of PRACTICE not ranked as a super- 
high-value activity? Why didn’t I develop such a section more? 
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Because there's no time to split hairs. As Abigail Adams, First 
Lady, and spouse of President John Adams, stated over 200 
years ago, “We have too many high-sounding words and too 
few actions that correspond with them.” 

“Yeah, I know, time is passing by!” you might utter. Not 
really, my dear friend. Actually, we are passing by. And time has 
NO MERCY for those who take it for granted, to quote Patrick 
Bet- David. 


I’ve given you the clear instructions 
for creating a schedule where it’s 
hard NOT to get the right things 
done, which in turn engenders 
an environment where it’s hard 
NOT to grow your business. 


More important, the principles in this book are exactly 
what all 8-figure business owners live by—including those I’ve 
worked with for almost a decade. 

So just do it. Nothing can replace action. Better to have a 
good plan executed today than a great plan executed next week. 
Taking action is not as comfortable as reading a book, but it 
makes all the difference in how much value you get out of this 
book ... and it’s more fun. 

Besides, a book that leaves the reader as he was before read- 
ing it is a failed book. Don't do this to me. 

Improving is never comfortable. The only thing that’s com- 
fortable, by definition, is the status quo. If you've ever been into 
running or lifting weights, you know what I’m talking about. 
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Resistance makes us stronger. Always take the path of MOST 


resistance. 

Be focused, and most importantly: be committed. Only 
then will you be able to bring INTENSITY to your activities ... 
and go to sleep empty but proud. Empty because by giving all 
you have, you might feel exhausted sometimes. Proud because 
by giving all you have, you will get this deep satisfaction: the 
one you feel when your potential is in accordance with your 
reality. It’s like coming home. That's when you find yourself— 
better said: that’s when you CREATE yourself. 

With this book, I’ve given you a proven plan that will not 
only optimize your time management and grow your business 
but also make your life easier and more pleasant. There’s no 
downside, except the one I mentioned earlier regarding the 
relinquishing of some activities you enjoy. If you need my per- 
sonal help, I'll help you optimize your time management with 
a tailored plan. I know how to keep people accountable, and I 
know how to grow businesses. 

I have seen firsthand dozens of successful business owners 
follow this framework, then I’ve tested it myself. It works. Stuff 
that works is often boring. But so what? Do you want to achieve 
your grand vision? Don't try to reinvent the wheel. 

There are only two components to success: KNOWLEDGE 
AND ACTION. When you implement what you've learned, 
you won't find yourself meandering around in search of what to 
do. You'll be forced to stay focused. Why would you drag your 
feet now that you know the way? When you do the right things 
and go at speed, that’s action squared, and you'll land results 
much faster! It’s a formula which goes like this: 


SUCCESS = KNOWLEDGE + ACTION? 
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When it comes to making big decisions in life, I don't like 
to be the one who tells other people what to do ... but let me 
tell you what to do. I feel like I have an obligation when the way 
forward is so clear to me. So, follow The 400-Hour framework, 
and set yourself the challenge of starting a huge transformation 
in your life by changing your schedule, your priorities, and your 
daily activities. The change in your business will automatically 
follow, in a matter of weeks. 

It’s up to you now. No excuses. By now, you know that the 
only activities that deserve your attention are the ones that are 
part of a transformational process. This is your time—regard- 
less of what’s going on in the outside world—to flourish and 
serve your clients and employees more effectively. The next 
step for you is simple: start. Decide if you want help or if you 
want to do it alone, but start. Make a decision, then take one 
step forward. 


NEED FURTHER SUPPORT? 


Some people told me to develop an online course instead of 
writing a book. But that’s not my area of expertise. ’m an old 
school guy, and regardless of technological advancements, 
books will always be here to stay. Not only that, but if 1 person- 
ally go on to work with somebody whos read this book, at least 
we'll have something in common: that we look to similar means 
of educating ourselves. It’s a way of filtering out my niche. Birds 
of a feather flock together. You attract who you are. 


If you follow this book’s framework, 
fewer of you would need me and 
more of you will succeed. 
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But there are some people who need an extra nudge. I was 
that person at once stage when I had my 8-figure business men- 
tors show me the way. If you think youd benefit from some per- 
sonal help to get your business from 6- to 7-figures, or from 7- 
to 8-figures, just give me a call—there’s a straight line between 
where you are and where you want to be, you just need to see it: 


8FigureWorld.com/call 


I do everything I can to help my fellow business owners 
because I firmly believe that we are the lifeblood of this coun- 
try. When you grow an 8-figure business, you directly create 
an average of between twenty to sixty jobs, not to mention 
supporting all the various suppliers that you buy products and 
services from. Multiply that by the number of business own- 
ers who have been inspired either by my book or by working 
directly with me, and you find the reason why I’m doing all this. 


THE WORLD NEEDS US SMALL 
BUSINESS OWNERS 


In our world, we create jobs and give our people significant 
responsibilities. We train them to sharpen their skills, take the 
initiative, and realize their potential. In the other world, the 
bureaucratic world, there's no job creation: they follow eco- 
nomic cycles and spend their time firing and hiring back— 
often for degrading work. 

As Ziad Abdelnour states it in his book Economic Warfare: 
“We are engaged in a war (...) What we have now is definitely 
not free-market capitalism. It is a reign of financial terror.’ 


That’s why people need us. 
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If you feel like you haven't reached your full potential as a 
business owner and that you can bring much more to the world, 
this book is for you. Just model what has worked for decades for 
so many 7-, 8-, and 9-figure business owners, and clone their 
time management framework. This is what most business own- 
ers lack today: a structure which they can confidently operate, 
knowing that they’re always working on the right things. From 
there, many doors will open. 


By the way, do you remember when I mentioned 
earlier that selling your company was the golden gate 
to freedom? Now let me tell you why. It deserves an 
entire seminar, but I'll try to be as concise as possible 
with an example. Let’s say you make $5.5m in reve- 
nue and $1.5m in profit, and you sell your business for 
$6m (real life example). You pay $1.2m in taxes, so you 
net $4.8m (grossly stated). Let’s say you keep $300k to 
enjoy immediately. Now here's an idea of what you can 
do with the remaining $4.5m: use it as a down payment 
to buy a $20m company. In a couple of months, you'll 
have gone from managing a $5m business to managing 
a $20m business. How about that? It’s all about leverage. 
Once you make a couple of millions in sales, leverage is 
the name of the game. The world is your oyster. 


Whether they’re aware of it or not (most of the time they 
arent), high achievers have become masters in writing, direct- 
ing, and acting as the protagonist of their lives. They define 
their characters and goals, and don’t let anything or anybody 
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interfere with what needs to be done. That’s what time manage- 
ment ultimately is: life management. Or just LIFE. Because we 
ARE what we DO. Don't let anybody make you think otherwise. 
Dear reader, in a moment, you'll close the book and go 
work on the right things. Again, there are only two components 
to success: KNOWLEDGE and ACTION. 
Now you know. 
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Now you know exactly what to work on regarding your busi- 
ness’s growth stage, which was the purpose of this book and my 
initial promise. But, if you are wondering EXACTLY how much 
of your time to devote to any particular activity, go to the link 
below and take a look at the chart to get an idea. 

It’s an estimate of what your schedule should look like over 
a three-month period, regarding where you currently are: 


8figureworld.com/chart 
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FOUR LAST THINGS 


From the bottom of my heart, thank you for reading my book. I 
hope it inspires you to change your perception, and do the right 
activities at the right time. And if you feel smarter, maybe you 
really are: according to Alan Key, a change in perception equals 
to 60 IQ points! That’s because nothing is harder than that. So 
congratulations! 


I'd love to hear all the ways you've found success when apply- 
ing this book’s principles. Please send me your breakthroughs 
and results. Nothing makes me happier than to hear your sto- 
ries. You can keep in touch and share your progress with other 


like-minded business owners in our Facebook group: 
facebook.com/groups/8figureworld 


Besides, now that you know more about time management 
than 99 % of your competitors and more than any business con- 
sultant or productivity coach, help me spread the word among 
our business owners’ brotherhood. Please direct those in your 
inner circle right here to order the book: 


8FigureWorld.com/book 
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In addition, you can make it easier for entrepreneurs like 
you to find this book an Amazon, by leaving a review: just go 
on The 400-Hour Workweek’s page on Amazon, and click on 
“Write a Customer Review”. 

Finally, there's a recap for free right here, for you or for any- 


body else you want to help: 


400HWW.com 
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If you dont already have it, I highly recommend you get your 
hands on the 400-H Workweek PLANNER. 

It will not only help you establish your 8-figure company 
by following the 400-H Workweek principles of this book. It’s 
also your ideal daily comrade that will help you monitor and 
improve your time management in the other important areas of 
your life: your health, your knowledge and your relationships. 

You can get it here: 


8FigureWorld.com/planner 
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